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SUMMARY 
 
Background 
Large HEI (Higher Education Institutes) have recently invested in large scale implementations of 
CRM. From the profit sector we know that CRM implementations are often troublesome and do not 
meet expectations (Krigsman, 2009). Also implementations of CRM at HEI experience the same kind 
of problems. Prior research has stressed the importance of focusing on people related factors (Reinartz, 
Krafft et al. 2004 ; Boulding, Staelin et al. 2005 ; Payne and Frow 2006 ; Shum, Bove et al. 2008). So 
far, academic research gave little attention to the role of employees in the implementation of effective 
CRM activities ((Boulding, Staelin et al. 2005 ; Shum, Bove et al. 2008). Shum, Bove et al. (2008) 
have acknowledged this and have studied the role of employee commitment to CRM induced change 
and the factors that enhanced employee commitment in the profit sector of banks. They found 
evidence for the importance of employee commitment to CRM implementation success and six main 
factors that contributed to the enhancement of employee commitment; (1) organizational culture, (2) 
facilitative leadership, (3) cross functional integration, (4) training, (5) communication and (6) 
technology.  
 
Since HEI are investing more heavily in large scale implementations of CRM and experience the same 
implementation problems, more research is needed in order to help HEI to implement CRM more 
successful. There is also a scarcity in CRM related research in higher education and this research fills 
the gap in what constitutes CRM in higher education. 
 
Therefore the following research questions are addressed: 
1. What constitutes CRM in a higher education context? 
2. What is the importance of employee commitment to CRM implementations? 
3. What are the antecedents for employee commitment to CRM implementations? 
 
Methodology 
Research is based on the case study design. For revealing what constitutes CRM in higher education 
(RQ 1) and approaching the antecedents of employee commitment (RQ 2) with an open mind, an 
exploratory case study is necessary. The research is also partly a replication of the study of Shum, 
Bove etal. (2008) and to compare their findings with our study, it is recommendable to use the same 
research design. Especially the case study design is suited for an explorative approach and guarantees 
that the phenomenon is investigated in dept and within it real-life context (Yin 2009).Therefore we 
chose the case study design to test the research questions.  
 
This case study is carried out at the University of Applied science in Utrecht, which is the second 
largest institute of higher education in the Netherlands and has a long track record of implementing 
CRM systems. The selected case is information rich, so that it manifests the phenomenon intensely, 
but not in the extreme (Miles and Huberman 1994 ; Swanborn 2008). Furthermore we believe that the 
case is typical for a large HEI in the Netherlands, which enhances the possibility that the results apply 
to those institutes. A few interviewees also have experience with CRM implementations at other HEI 
and they confirm that this case is not unique or extreme, but similar to other HEI in the Netherlands. 
Especially HEI which are similar in size (larger institutes with a broad program) and CRM in a low 
maturity stage (operational CRM) often experience the same challenges.  
 
Data collection is based on 11 interviews with three main groups that were involved in CRM 
implementations (strategist, implementers and end-users). Furthermore, several project documents of 
CRM implementations were studied. Before starting interviewing, an interview protocol has been 
developed, based on the three research questions. The interviews were semi-structured and started 
from the more general to the more specific and followed the order of the research questions. All 
interviews were recorded and transcribed. Interviewees were able to comment and transcriptions were 
adjusted. Data is stored in CAQDAS database, which was also used for coding, to find patterns and to 
build a chain of evidence. 
 Conclusions 
CRM is mainly applied into the areas; marketing & communication, contract education and internship 
and graduation. There are also plans to extend CRM to these areas; alumni management, relationship 
management for research centers and management members and to support the process of 
provisioning. Main goals for applying CRM systems are to improve acquisition and build better 
relationships with main stakeholders, streamline and improve processes and standardize IT system. So 
far, the studied institute is only successful in the latter two. The CRM implementation is characterized 
by the implementation of a technology solution to improve and streamline operational processes. The 
initiative is made on a local level and there is not an overall CRM strategy, other than centralizing IT. 
CRM implementation is therefore rather immature and according to Haywood (2007) at an operational 
level. 
 
Employee commitment is a necessary precondition to CRM implementation success. The case study 
contained different embedded implementation cases, based on the application areas: marketing & 
communication, contract education and internship and graduation. Successful embedded cases were 
the ones with high employee commitment, where less successful cases often showed low employee 
commitment. Furthermore, all three interviewed groups (strategist, implementers and end-users) agree 
that employee commitment is a crucial and a prerequisite to successful CRM implementations. 
 
Seven antecedents were found that enhance employee commitment to CRM implementations. These 
are (1) change strategy (2) organizational culture, (3) facilitative leadership, (4) cross functional 
integration, (5) training, (6) communication and (7) technology. Change strategy is added as a new 
antecedent, compared to the research of  Shum, Bove et al. (2008). We believe that the normative-re-
educative strategy of Bennis, Benne et al. (1969) plays an important role in non-profit and especially 
higher education, because other means as coercion and ‘hard’ control mechanism are less effective in 
this sector. 
 
Recommendations 
So far, the model of employee commitment to CRM implantation is only qualitatively tested with the 
case study design and with our confirmation of the model in higher education, it is recommendable to 
test it more qualitatively. We have also added change strategy (normative-re-educative) as a new 
antecedent, which needs further testing in order to ground the theory of employee commitment to 
CRM implementations. Furthermore, we found evidence that CRM maturity plays an important role in 
the effect of the antecedents on employee commitment and the content of the antecedents itself. This 
moderating effect of CRM maturity also needs further testing.  
 
Implementers of CRM should be aware of the importance of employee commitment to CRM 
implementations in HEI in order to implement CRM more successfully. During pre-planning it is 
helpful to measure the current level of employee commitment. To enhance employee commitment, the 
antecedents are a good checklist to consider for improving employee commitment. When 
implementations themselves are troublesome, the antecedents are helpful to find out which ones 
negatively influence employee commitment and, based on the analysis, corrective action can be 
undertaken. Change strategists should be aware of the purpose and goals of CRM and the 
consequences for the implementation. If they are aiming at implementing CRM from a philosophical 
perspective (build and maintain long-term relationships), it is important to address all factors 
thoroughly. Furthermore, it is necessary to integrate the different application areas, in order to manage 
the complete lifecycle of students and offer a complete customer view. Only then, can HEI profit in 
terms of increased student loyalty, retention and satisfaction with the faculty programs and services 
(Seeman and O’Hara 2006). Also a similar approach with employers would be worthwhile. So far, 
employers are treated equally and it could be valuable to prioritize (strategic perspective) employers 
and to build stronger relationships with smaller groups. This strategy could be profitable for contract 
education and research assignments, due to an increased loyalty and retention of those employers. 
Since it is impossible to deal with all (local) organizations, by prioritizing them, resources could be 
spent more efficiently with better outcomes.  
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1 INTRODUCTION 
 
The way companies are doing business is changing rapidly. Internet technology and mobile solutions 
bring new ways to communicate and interact with customers. Prices and product specifications 
become more transparent and it is more difficult to differentiate and to distinguish between the many 
products and services available. Building strong and loyal relationships with customers becomes 
therefore an attractive option to compete. Implementation of Customer Relationship Management 
(CRM) is an often used and is a proven strategy ((Chen and Popovich 2003 ; Reinartz, Krafft et al. 
2004) and many companies and institutes have invested or are investing in CRM programs.  
 
In this research, CRM is defined as: 
CRM relates to strategy, the management of the dual creation of value, the intelligent use of data and 
technology, the acquisition of customer knowledge and the diffusion of this knowledge to the 
appropriate stakeholders, the  development of appropriate (long-term) relationships with specific 
customers and/or customer groups, and the  integration of processes across the many areas of the firm 
and across the network of firms that collaborate to generate customer value ((Boulding, Staelin et al. 
2005, p. 157). 
 
However, widespread usage of CRM, does 
not guarantee  success. Still half of the CRM 
implementations do not fully meet 
expectations (Krigsman 2009). 
 
Offering more insight in what contributes to  
successful CRM implementations is an 
important area that has attracted many 
practitioners and academics (Boulding, 
Staelin et al. 2005 ; Mendoza, Marius et al. 
2007 ; Silva and Rahimi 2007 ; Foss, Stone et al. 2008 ; King and Burgess 2008 ; Peelen, van 
Montfort et al. 2009). 
 
Prior research has stressed the importance of focusing on people related factors (Reinartz, Krafft et al. 
2004 ; Boulding, Staelin et al. 2005 ; Payne and Frow 2006 ; Shum, Bove et al. 2008). By focusing 
more on the people related factors, implementation of CRM is likely to run more smoothly and 
delivers profits faster. According to Boulding, Staelin et al. (2005) little attention is given to the role of 
employees in the implementation of effective CRM activities. They literally state: we hope that others 
will provide deeper insights into the conditions needed to integrate people into CRM activities 
successfully. 
 
Shum, Bove et al. (2008) acknowledged this point and investigated which antecedents influence 
employee commitment to CRM induced change. They used the three-component model of 
commitment of Herscovitch and Meyer (2002), whereby employee commitment is operationalized as a 
three dimensional construct, reflecting three psychological states: affective, continuance and 
normative commitment. Shum, Bove et al. (2008) found that the success of large scale change 
initiatives, such as one introduced by a CRM implementation, is highly dependent on having 
employees with high levels of affective commitment to change (AC2C). According to their qualitative 
research, done at three different Banks in New Zealand, affective commitment can be increased by 
paying more attention to six organizational factors: (1) Organizational culture, (2) Facilitative 
leadership, (3) Cross functional integration, (4) Training, (5) Communication and (6) Technology. 
 
Despite their belief that most of the discovered antecedents for affective commitment should be 
common among organizations of other sectors and countries, it would be interesting to replicate this 
study in other industries and to find out if the same results apply or that other antecedents show up.  
Year Research Institutes Failures 
2001 Gartner Group 50% 
2002 Butler Group 70% 
2002 Selling Power, CSO Forum 69% 
2005 AMR Research 18% 
2006 AMR Research 31% 
2007 AMR Research 29% 
2007 2007 Economist Intelligence 56% 
2009 Forrester Research 47% 
TABLE 1: REPORTED FAILURE RATES (KRIGSMAN 2009) 
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Recently, larger institutes for higher education have started with large scale implementations of CRM 
(appendix 1). Implementations of CRM in this sector are often also troublesome and the people related 
factors seem to play an important role in this sector as well. Therefore it is interesting to study which 
antecedents influence employee commitment in this sector and in which way employee commitment 
relates to CRM implementation success. Swailes (2004) discovered that the effect of employee 
commitment to change is different between profit and non-profit sectors. His research shows that a 
higher level of employee commitment has a strong relationship with innovative behavior among the 
group of public accountants, whereas he found no relationship among the group of private 
accountants.  
 
Higher education further differs from the profit sector in many ways. There, experience with CRM is 
more recent and these institutes are not driven by profit making. Organization culture and performance 
measurement are very different from the profit sector and especially the banking sector. Another major 
difference is the diversity of stakeholders within higher education institutes, which raises questions 
about who is the customer and which relationships should be managed with CRM. Whereas the 
customer of a bank is either a consumer or a company who pays for the service, within higher 
education it could be a student, a professional, a company or even local and central governmental 
organizations. Furthermore it is not common to treat and label these relationships as customers.  
 
Academic research of CRM within higher education is also very scarce (Seeman and O’Hara 2006) 
and therefore little is known about the application and success of CRM within higher education. Since 
CRM is becoming more popular at HEI and implementations are often troublesome, it is important to 
get a better insight into the phenomenon of CRM. Furthermore, for studying the importance of 
employee commitment to CRM implementations, a thorough understanding of the application, goals 
and success of CRM in this sector is necessary. 
 
Therefore the following research questions are defined: 
1. What constitutes CRM in a higher education context? 
2. What is the importance of employee commitment to CRM implementations at institutes for 
higher education? 
3. What are the antecedents of employee commitment to CRM implementations at institutes for 
higher education? 
 
Insight in the antecedents of employee commitment may help managers and project leaders to enhance 
commitment before and during a CRM implementation and in turn, improve implementation success. 
The outcomes of this study are also relevant to failed CRM implementations due to low employee 
commitment. In that case managers can take corrective action to improve commitment and eventually 
re launches the project.  
 
This is the first study of employee commitment to CRM implementations in a non-profit sector and 
only the second explorative research into what constitutes CRM in a higher education context. With 
this study we aim to further ground the theory of employee commitment for CRM implementation 
success and the main antecedents for enhancing employee commitment. Furthermore we contribute to 
the understanding of CRM in a non-profit context. 
 
Chapter 2 starts with discussing what defines CRM and the measurement of success of CRM 
implementations and investigates the determinants of CRM implementation success. One of the major 
determinants for successful implementation of CRM is employee commitment. Therefore, employee 
commitment and more specific affective commitment to change (AC2C) are further investigated. The 
literature review continues with research into the antecedents of employee commitment. Two different 
theories are reviewed; Affective Commitment to Change and the Unified Theory of Acceptance and 
Use of Technology (UTAUT). Finally, the proposed research model is explained. 
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Chapter 3 explains the rationale for the case study design, the criteria for case selection, discusses the 
process of data collection and ends with the methods of data analysis. 
 
Chapter 4 presents the results of this case study. The results are presented in the order of the research 
questions. First there is an exploration of what constitutes CRM in higher education context. Followed 
by, the result of the importance of employee commitment to CRM implementations. Finally it is 
closed by the results of the main antecedents that determine employee commitment to CRM 
implementations.  
 
Chapter 5 presents the main conclusions of our research, discusses the limitations and gives directions 
for further research. 
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2 LITERATURE REVIEW 
 
The literature review starts with discussing what defines CRM and the measurement of success of 
CRM implementations and investigates the determinants of CRM implementation success. One of the 
major determinants for successful implementation of CRM is employee commitment. Therefore, 
employee commitment and more specific affective commitment to change (AC2C) are further 
investigated. The literature review continues with a research into the antecedents of employee 
commitment. Two different theories are reviewed; Affective Commitment to Change and the Unified 
Theory of Acceptance and Use of Technology (UTAUT). Finally, the proposed research model is 
explained. 
 
2.1 CUSTOMER RELATIONSHIP MANAGEMENT 
 
2.1.1 WHAT IS CRM 
 
According to Zablah, Bellenger et al. (2004) there is not a common definition of CRM. They found 
even 45 distinct definitions of CRM and revealed five major perspectives; process, strategy, 
philosophy, capability and technology. These five perspectives give a good view of what CRM stands 
for and will be discussed below. 
 
It is common and intuitive to view CRM as a technology solution, because information technology is 
often part of a CRM project. The term CRM has emerged in the information technology (IT) sector in 
the mid-1990s (Payne and Frow 2005) and it is used to describe technology-based customer solutions, 
such as sales force automation (SFA), call center software and database marketing. Viewing CRM as 
technology only is often attributed as one of the main reasons for failed implementations (Chen and 
Popovich 2003 ; Silva and Rahimi 2007 ; Payne and Frow 2009). Nonetheless, technology plays an 
important role and is the enabler of redesigned processes and makes a CRM strategy implementable. 
Payne and Frow (2005) view CRM on a continuum that ranges from narrowly and tactically 
(implementation of a specific technology solution project) to broadly and strategically (as a holistic 
approach to managing customer relationships to create shareholder value).  
 
The strategy perspective of CRM emphasizes the fact that resources destined for relationship building 
and maintaining should be allocated based on the customer value for the firm (Zablah, Bellenger et al. 
2004). The main implication from the strategic perspective is that firms must continually assess and 
prioritize customers based on their expected lifetime value to build long-term profitable relationships. 
Payne and Frow (2005) have a similar view, where CRM is a strategic approach that is concerned with 
creating improved shareholder value through the development of appropriate relationships with key 
customers and customer segments. Many authors state that the implementation of a CRM technology, 
without a CRM strategy is meaningless (Payne and Frow 2006 ; Pedron and Saccol 2009). 
 
The philosophy perspective of CRM refers to the idea that the most effective way to achieve loyalty 
(and create profitable relationships) is by proactively seeking to build and maintain long-term 
relationships with customers (Zablah, Bellenger et al. 2004). This view of CRM is close to the 
definition of Relationship Marketing (RM) of Berry (1995) who defined RM as: attracting, 
maintaining and enhancing customer relationships. Therefore RM is often cited as the philosophical 
basis of CRM. 
 
In the capability perspective, long-term profitable relationships result only when firms are able to 
continuously adapt their behavior towards individual customers (Zablah, Bellenger et al. 2004). CRM 
success is contingent upon a firm’s possession of a set of tangible and non-tangible resources that 
afford it the flexibility to change its behavior toward individual customers on an ongoing base. 
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Resources could be categorized (Keramati, Mehrabi et al. 2010) in technological, organizational and 
human resources. Especially, organizational resources (customer centric culture and structure) and 
human resources (skills and attitudes) contribute to improved process capabilities (Keramati, Mehrabi 
et al. 2010) and are important to address. 
 
The process perspective is the most popular among researchers. According to Chen and Popovich 
(2003) CRM is an enterprise wide customer centric business model, that must be built around the 
customer. It is a continuous effort that requires redesigning core business processes, starting from a 
customer perspective and involving customer feedback. The process perspective acknowledges that 
relationships evolve over time and must evolve to last (Zablah, Bellenger et al. 2004). Zablah 
Bellenger et al. (2004) propose a process model of CRM that distinguish two main sub processes, 
knowledge management and interaction management. Payne and Frow (2006) distinguishes five key 
cross-functional processes; strategy development, value creation, multi channel integration, 
information management and performance assessment. 
 
 
2.1.2 WHAT DEFINES SUCCESSFUL CRM IMPLEMENTATIONS 
 
Buttle (2009) believes the success of a CRM project is evaluated by its performance. Thereby two sets 
of variables can be measured: project outcomes and business outcomes. King and Burgess (2008) also 
measure CRM implementation success with a similar set of variables, called developing stage (project 
outcomes) and operational stage (business outcomes).  
PROJECT OUTCOMES 
The first way to measure CRM implementation performance is done by measuring the project 
outcomes.  
Traditionally project outcomes are measures by: 
1. Timeliness of deliverables 
2. Quality and completeness of deliverables 
3. Costs of deliverables 
 
Measuring project outcomes is an important part of good project management and is one of the four 
critical elements for a successful CRM implementation (Payne and Frow 2006). Measuring project 
outcomes as the basis for successful CRM is not enough. Finally, it is about improving competitive 
advantage over other organizations by improved business outcomes. 
BUSINESS OUTCOMES 
Research by academics on the subject of business outcomes of CRM is rather thin. One of the more 
cited studies is from Chen and Chen (2004), whom did study 180 companies and asked which benefits 
eCRM has brought them. These benefits are categorized by them as tangible and intangible benefits 
(table 2) and could be seen as typical business outcomes of CRM.  
 
Tangible Benefits  
 
Intangible Benefits 
 
Increased revenues and profitability Increased customer satisfaction 
Quicker turnaround time Positive word-of-mouth 
Reduced internal costs Improved customer service 
Higher employee productivity Streamlined business process 
Reduced marketing (e.g. direct mailing) costs Closer contact management 
Higher customer retention rates Increased depth and effectiveness of customer segmentation 
Protected marketing investment with maximized returns Acute targeting and profiling of customers 
 Better understanding/addressing of customer 
 
 
  
TABLE 2: ECRM BENEFITS CHEN AND CHEN 2004. 
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Furthermore, Chen and Popovich (2003) believe that the main goals of a customer centric business 
model are to increase revenues, reduce cost of sales and service, improve operations and promote 
customer loyalty. Keramati, Mehrabi et al. (2010) define the main outcomes of a CRM 
implementation into two different performance measures, called financial and relational performance.  
 
If the measurement of business outcomes is difficult or even impossible, for example because 
implementation of CRM is very recent and effects are not yet realized, the next  best way is to measure 
system use and satisfaction with the system. These measures are very well accepted and used in 
information system  (IS) success (Delone and McLean 2003). 
 
Table 3 summarizes the different methods to measure CRM implementation success. 
 
Project Outcomes Business Outcomes IS Success 
- Timeliness 
- Quality 
- Costs 
- Tangible 
- Intangible 
- Financial 
- Relational 
- System Use 
- User Satisfaction 
TABLE 3: METHODS TO MEASURE CRM IMPLEMENTATION SUCCESS. 
 
 
2.1.3 DETERMINANTS OF CRM IMPLEMENTATION SUCCESS 
 
As mentioned in the introduction, failure rates of CRM implementations are fairly high (around 50%) 
and, as can be expected , there has been a lot of research into what contributes to failure and success of 
CRM. (Bohling, Bowman et al. 2006) did research into failure factors among 101 US companies and 
they reveal three main failure reasons: lack of necessary resources (19%), insufficient focus on change 
management (11%) and insufficient involvement of employees. The same respondents were also asked 
what would overcome these failures. The three most cited were change management (31%), process 
change (29%) and senior executive and opinion leader buy-in (28%). (Foss, Stone et al. 2008) also 
mention change management as the main reason for failure and success of CRM.  
 
According to Chen and Popovich (2003) a successful implementation of CRM requires an integrated 
and balanced approach to technology, process and people. Although they acknowledge that technology 
and business processes are both critical, it is the individual employees who are the building blocks of 
customer relationships. Payne and Frow (2006) argue that four elements are critical for successful 
implementation of CRM: CRM readiness assessment, CRM change management, CRM project 
management and employee engagement. Especially, engagement of employees who have any form of 
customer contact is a key factor in determining CRM success. They conclude that employee 
engagement is the most important factor in successful CRM implementation. Also Zablah, Bellenger 
et al. (2004) acknowledge the importance of employee engagement. To them employees often possess 
substantial amounts of knowledge about individual customers, their needs and preferences. Since 
employees are the boundary spanners between the organization and their customers, success of 
interaction management depends largely on the skills, mindset and engagement of the employees. 
 
Recent studies (Eid 2007 ; Mendoza, Marius et al. 2007 ; Silva and Rahimi 2007 ; King and Burgess 
2008) into the main Critical Success Factors (CSF) also show the importance of people factors and 
especially employee commitment (appendix 2). Mendoza, Marius et al. (2007) define this as staff 
commitment and Eid (2007) and Silva and Rahimi (2007) define it as client and employee acceptance 
respectively. Finnaly, King and Burgess (2008) talk about willingness to share data and willingnes to 
change processes, which is also closely related to employee commitment to change. Furthermore, 
King and Burgers argue that successful implementation (operational outcomes) of CRM is only 
achieved when the CRM users accept the new technology and are willing to work within the redefined 
processes framework. Employee acceptance is influenced by what they call the organizational context, 
which is based on knowledge management capabilities, technological readiness, and again willingness 
to share data and willingness to change processes. 
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2.2 EMPLOYEE COMMITMENT 
 
It is clear that employee commitment is an essential condition for a successful CRM implementation. 
Only highly committed users are willing to change their routines and work with the new CRM 
technology. Another important condition is the acceptance of the new CRM technology. Therefore we 
explore two distinct theories, which are well suited to deliver (a) insight into acceptance of new 
technology (Technology Acceptance Theories) and (b) insight in employee commitment to change 
(AC2C). We end up with the antecedents offered by both theories and combine them.  
 
 
2.2.1 WHAT IS EMPLOYEE COMMITMENT 
 
According to Meyer and Allen (1991) employee commitment is conceptualized and measured in many 
ways. Because of this diversity, they studied the commitment literature and proposed the Three-
Component model of Commitment. In their first research their model was used to explain why 
committed employees maintain employment in an organization. In their later research they extend 
their model to commitment to organizational change (Herscovitch and Meyer 2002).  Employee 
commitment to organizational change is defined as a force (mind-set) that binds an individual to a 
course of action deemed necessary for the successful implementation of a change initiative. This force 
can take different forms: (a) a desire (affective commitment), (b) a need (continuance commitment) 
and (c) an obligation (normative commitment).  
 
Employees with a strong affective commitment reflect a desire to provide support for the change based 
on a belief in its inherent benefits. Employees with a high level of continuance commitment refer to 
recognition that there are costs associated with failure to provide support for the change. Employees 
with a high level of normative commitment reflect a sense of obligation to provide support for the 
change (Herscovitch and Meyer 2002). 
 
Herscovitch and Meyer  (2002) also have tested this extended model of employee commitment to 
change. Their main findings are (a) commitment to a change is a better predictor of behavioral support 
for a change than is the organization commitment theory (b) affective and normative commitment to a 
change are associated with higher levels of support than is continuance commitment, and (c) the 
components of commitment combine to predict change behavior. 
 
 
2.2.2  AFFECTIVE COMMITMENT TO CHANGE (AC2C) 
 
From the three components of employee commitment, affective commitment is cited as the most 
important component to predict change behavior. According to Meyer and Allen (1991) normative 
commitment is associated with organizational outcomes, but to a much lower extent than affective 
commitment. Regarding the consequences of commitment Herscovitch and Meyer (2002) found that 
affective commitment has the strongest positive correlation with desirable work behaviors, followed 
by  normative commitment. Furthermore, Parish, Cadwallader et al. (2008) found that affective 
commitment has the greatest influence on outcomes such as implementation success and improved 
performance. For measuring change behavior, Herscovitch and Meyer (2002) used a continuum scale, 
where change behavior was labeled into 5 categories; active resistance, passive resistance, comply, 
cooperation and championing. 
 
Hence, affective commitment is the most important commitment factor in predicting change behavior. 
Therefore, Affective Commitment to Change (AC2C) is often used as a theory to predict change 
behavior and used as a theory to discover the antecedents that enhance affective commitment (Parish, 
Cadwallader et al. 2008; Shum, Bove et al. 2008; Michaelis, Stegmaier et al. 2009).  
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2.3 ANTECEDENTS OF EMPLOYEE COMMITMENT TO CHANGE 
 
2.3.1 ANTECEDENTS BASED ON THEORY ON AFFECTIVE COMMITMENT TO CHANGE 
 
According to (Shum, Bove et al. 2008) success of a large scale change initiative, such as one 
introduced by CRM implementations, is highly dependent on having employees with a high level of 
affective commitment to change (AC2C). They built on the theory of AC2C and indentified the most 
important antecedents for affective commitment and found initial evidence of the importance of 
employee commitment to CRM induced change. Their research is done in the profit sector and is 
based on three major banks in New-Zealand.  
 
Authors Context Antecedents Consequences 
Shum, Bove et al. (2008)  CRM implementations 
 Qualitative Research 
 3 Banks 
 Organizational culture 
 Facilitative leadership 
 Cross-functional integration 
 Training 
 Communications and 
 Technology 
 Customer satisfaction 
 Loyalty 
P(Parish, Cadwallader et 
al. 2008) 
 Service process redesign 
 Quantitative Research 
 Transportation service department 
of a University 
 Fit of organizational change 
with strategic vision 
 Quality of relationship with 
manager 
 Motivation 
 Role autonomy 
 Individual learning 
 Implementation success 
 Improved performance 
Michaelis, Stegmaier et 
al. (2009) 
 IT system for paperless office 
 Quantitative Research 
 Automotive corporation 
 Charismatic leadership 
 Trust in top management 
 Innovation implementation 
behavior 
Holt, Armenakis et al. 
(2007) 
 New organization structure 
 Quantitative Research 
 900 member from public and 
private sector 
 Change specific efficacy 
 Appropriateness of the 
change 
 Management support for 
change 
 Personal valence (benefits) of 
the change 
 Job satisfaction 
 Affective commitment 
TABLE 4: EARLIER RESEARCH IN AC2C. 
 
Shum, Bove et al. (2008) identified six organizational factors that influenced employee affective 
commitment to CRM induced change (table 4). They have categorized these factors into People 
(organizational culture and facilitative leadership), Process (cross functional integration, Training and 
communication) and Technology.  
 
Organizational cultures that value teamwork above internal competition and where employees are 
more participative in the decision making process, increase the level of AC2C. Facilitative leaders 
listen to employee concerns and encourage group learning. They clarify the CRM vision, so that the 
full potential of the implementation can be achieved. They also encourage participation of employees, 
so that they become more involved during the implementation process. Cross functional integration is 
the practice where individuals, business processes and information from two or more, usually 
separated organizational functional areas are brought together to complete a task. The extent to which 
this is practiced in an organization contributes to AC2C. Training helps employees to acquire 
operational skills (using the system) but more importantly training facilitates an appreciation of the 
philosophy and goals behind the CRM initiative. Communication ensures all stakeholders to 
understand the vision, the progress and likely consequences of the intended change. Technology 
increases the connectivity with other systems, enables relevant information to be available throughout 
the organization and allows organizations to integrate multiple touch points they have with their 
customers. Organizations should be aware of the appropriateness of the selected CRM technology and 
how it aligns with the implementation objective.  
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Two other studies have used the AC2C theory to test antecedents that influence affective commitment 
to change in other areas than CRM (service process redesign and IT system for paperless office). The 
study of Parish, Cadwallader et al. (2008) found strong correlations for; fit of organizational change 
with strategic vision, quality of relationship with manager, motivation and role autonomy of 
employees. Research from Michaelis, Stegmaier et al. (2009) found correlations between trust in top 
management support and to a lesser extent between charismatic leadership and affective commitment 
to innovation implementation behavior. 
 
Herscovitch and Meyer (2002) believe that readiness to change (perceptions that change is needed and 
that the organization has the ability to change (Armenakis, Harris et al. 1993) is also an important 
construct that is positively related to AC2C. Efforts to increase openness and readiness by 
communicating the need for change and providing the necessary resources and training are likely to 
contribute as well to development of affective commitment. Fedor, Caldwell et al. (2006) believes that 
commitment to change is different from the readiness theory in that is represents a behavioral intention 
to work towards success of change, rather than just reflecting a favorable disposition toward it.  
 
Readiness can be influenced (Armenakis, Harris et al. 1993) by active participation, persuasive 
communication and management of external and internal communications. An important aspect is 
what they called the discrepancy and efficacy of the message. The readiness message should 
incorporate two issues (a) the need for change, that is the discrepancy between the desired end-state 
and the present state; and (b) the individual and collective efficacy (i.e. the perceived ability to 
change) of parties affected by the change. The discrepancy should be consistent with the contextual 
factors and could be a motivator for change. 
 
Holt, Armenakis et al. (2007) developed an instrument to gauge readiness for organizational change. 
The results suggest that readiness for change is a multidimensional construct influenced by beliefs 
among employees that (a) they are capable of implementing a proposed change (i.e., change-specific 
efficacy), (b) the proposed change is appropriate for the organization (i.e., appropriateness), (c) the 
leaders are committed to the proposed change (i.e., management support), and (d) the proposed change 
is beneficial to organizational members (i.e., personal valence). Finally, Holt, Armenakis et al. (2007) 
feel that the readiness instrument could be complementary to the AC2C model of Herscovitch and 
Meyer (2002). If AC2C is low, in terms of passive and active resistance, the reasons may be in the 
dimensions assessed by this instrument and the aforementioned constructs. Appendix 3 shows all the 
antecedents of AC2C with their definitions. 
 
 
2.3.2 ANTECEDENTS BASED ON TECHNOLOGY ACCEPTANCE THEORIES 
 
Technology plays an important role in CRM implementations and it is interesting to combine the 
theory of AC2C with the Technology Acceptance theories. 
 
Widely accepted models are: 
 Technology Acceptance model (TAM) and 
 Unified Theory of Acceptance and Use of Technology (UTAUT) 
TECHNOLOGY ACCEPTANCE MODEL (TAM) 
TAM predicts actual system use by the behavioral intention to use the system. Davis (1989) found that 
behavioral intention is based on perceived usefulness and perceived ease of use. So, technology 
acceptance is defined by behavioral intention to use the new system, which is influenced by the 
perceived usefulness and the perceived ease of use of the new system. Later the TAM model is 
extended with a third construct: the subjective norm. Table 5 shows the definition of the three 
constructs that influence behavioral intention to use the system. 
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Constructs TAM Definition 
Perceived usefulness The degree to which a person believes that using a particular system would enhance his or her 
job performance 
Perceived ease of use The degree to which a person believes that using a particular system would be free of effort 
Subjective norm (TAM2) Person’s perception that most people who are important to him think he should or should not 
perform the behavior in question 
TABLE 5: CONSTRUCTS OF TAM/TAM2. 
UNIFIED THEORY OF ACCEPTANCE AND USE OF TECHNOLOGY (UTAUT) 
The TAM model is further improved by Venkatesh, Morris et al. (2003)  and labeled UTAUT. Also 
this model aims to explain user intentions for system use and subsequent usage behavior. The theory 
states that user intention and behavior is based on four constructs: performance expectancy, effort 
expectancy, social influence and facilitating conditions. Furthermore gender, age, experience and 
voluntariness of use are posited to moderate the impact of the four key constructs on usage intention 
and behavior. Table 6 shows the definition of the four constructs that influence behavioral intention to 
use the system. 
 
Constructs UTAUT Definition Underlying Constructs/Factors 
Performance expectancy The degree to which an individual believes that using 
the system will help him or her to attain gains in job 
performance.  
Perceived usefulness, extrinsic motivation, job-
fit, relative advantage and outcome expectation 
Effort expectancy The degree of ease associated with the use of the system.  Perceived ease of use, complexity and ease of use 
Social influence The degree to which an individual perceives that 
important others believe he or she should use the system  
Subjective norm, social factors and  image 
Facilitating conditions The degree to which an individual believes that an 
organizational and technical infrastructure exists to 
support the use of the system.  
Perceived behavioral control, facilitating 
conditions and compatibility 
TABLE 6: CONSTRUCTS OF UTAUT. 
 
The four constructs consist of several underlying constructs, see appendix 4 for the definitions of these 
constructs. UTAUT is a more comprehensive model which also covers the three constructs of TAM. 
UTAUT seems to be a useful and more powerful model that explains usage intention, since subsequent 
validation of UTAUT in a longitudinal study (Venkatesh, Morris et al. 2003) found it to account for 
70% of the variance in usage intention.  
 
Hence, the constructs of UTAUT give a good explanation which factors contribute to an increased 
intention and behavior to use a new technology solution, like CRM. As we have seen before CRM is 
more than the usage of information technology alone. According to King and Burgess (2008) 
organization context plays an important role in the user acceptance. Others refer to change 
management and organizational change (Zablah, Bellenger et al. 2004 ; Payne and Frow 2006 ; Eid 
2007) as important success factors. Therefore, it is useful and original to combine the technology 
acceptance- and AC2C theories in this research. 
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2.3.3 SUMMARY OF ANTECEDENTS FROM PREVIOUS RESEARCH 
 
We conclude this literature review with a summary of antecedents of the UTUAT theory and 
antecedents based on 4 different studies of the AC2C theory. 
 
Technology Acceptance (UTUAT) (Venkatesh, Morris et 
al. 2003) 
Affective Commitment to Change (AC2C) (Holt, Armenakis et al. 
2007 ; Parish, Cadwallader et al. 2008 ; Shum, Bove et al. 2008 ; 
Michaelis, Stegmaier et al. 2009) 
Perceived usefulness,  Organizational culture 
Extrinsic motivation Facilitative leadership 
Job-fit Cross-functional integration 
Relative advantage Training 
Outcome expectation Communications 
Perceived ease of use Technology 
Complexity Fit of organizational change with strategic vision 
Ease of use Quality of relationship with manager 
Subjective norm Motivation 
Social factors Role autonomy 
Image Charismatic leadership 
Perceived behavioral control Trust in top management 
Facilitating conditions Change specific efficacy 
Compatibility Appropriateness of the change 
 Management support for change 
 Personal valence (benefits) of the change  
TABLE 7: SUMMARY OF ANTECEDENTS. 
 
Of course there is a lot of overlap between the antecedents, but it is not the purpose of this study to 
relate the several antecedents and find similarities and differences. The purpose of the literature study 
is to explore relevant theories and constructs that will help the researcher in defining the interview 
protocol, defining the coding scheme and grounding the emergent theory (Eisenhardt 1989). 
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2.4 RESEARCH MODEL 
 
We end this literature review with the main Research Questions (RQ) and how there are related. 
 
 
FIGURE 1: RESEARCH QUESTIONS (RQ). 
 
RQ1; WHAT CONSTITUTES CRM IN A HIGHER EDUCATION CONTEXT 
 
The reason for this question is de scarcity of research of CRM within the context of higher education. 
Before finding an answer on the other two questions, insight is needed in questions like; why do 
higher education institutes invest in CRM, how long has it been in operation, what are the first areas 
where CRM was implemented and what are the results so far. 
RQ2; WHAT IS THE IMPORTANCE OF EMPLOYEE COMMITMENT TO CRM IMPLEMENTATIONS AT 
INSTITUTES FOR HIGHER EDUCATION 
 
Recent research shows the importance of affective commitment to change for innovations in IT and 
desired behavior of the end-users. In this research we want to explore the importance of the theory of 
Affective Commitment to Change (AC2C) for achieving successful CRM implementations. Therefore 
the original term AC2C is relabeled in employee commitment to CRM implementation. 
RQ3; WHAT ARE THE ANTECEDENTS OF EMPLOYEE COMMITMENT TO CRM IMPLEMENTATIONS AT 
INSTITUTES FOR HIGHER EDUCATION 
 
Finally this research is about finding the antecedents of employee commitment to CRM 
implementations. Especially, the UTAUT and the previous research results of the AC2C theory will be 
used as relevant theories for defining the interview protocol and to ground the emergent theory. 
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3 RESEARCH METHOD 
 
3.1 RATIONALE 
 
This research is based on the case study design. There are several reasons to choose this research 
design. First, for revealing what constitutes CRM in a higher education (RQ 1) and approaching the 
antecedents of employee commitment (RQ 2) with an open mind, an exploratory case study is 
appropriate. According to Swanborn  (2008) an exploratory approach guaranties a maximum openness 
to unknown phenomenon and a better chance to unravel the relevant antecedents. Second, this research 
is partly a replication of the study of Shum, Bove et al. (2008), which was based on a case study in the 
profit sector (Banking). For comparing their findings with our study it is better to use the same 
research design. Moreover their research is the first case study and Yin (2009) recommend to do a 
literal replication first to further ground theory. Third, there is a scarcity in research of CRM within 
the domain of higher education. Especially, the case study design is suited for an explorative approach 
and guarantees that the phenomenon is investigated in dept and within it real-life context (Yin 2009). 
 
3.2 CASE SELECTION 
According to Eisenhardt (2007) case selection  should not be randomized, but based on the likelihood 
that they will offer theoretical insight and illuminate extending relationships and logic among 
constructs. Our research questions points to cases in higher education, with enough experience with 
CRM systems and implementations of CRM. Especially larger (HEI) are already investing for a longer 
period in CRM systems. They have higher needs for CRM systems, since these institutes are more 
complex and have more employees and departments interacting with their main customer groups 
(students, employers, lecturers, etc.). Also these institutes have bigger budgets to invest in CRM. 
Research in the usage of CRM technology, at HEI, shows that mainly the larger institutes are using 
and implementing CRM technology (appendix 1). 
The case study is done at the University of Applied Science in Utrecht. This institute is the second 
largest institute of higher education in the Netherlands and has a long track record of implementing 
CRM systems. The institute consists of several faculties, that where once independent universities. 
Some of the faculties have already more that 20 years experience in implementing CRM databases. 
Due to this history, there are several CRM applications in use and for the last three years, there has 
been a policy to standardize the CRM platform and application to the platform of Microsoft CRM. 
Within this institute CRM is implemented across a lot of different processes (e.g. marketing & 
communication, contract education and internship & graduation) and across several departments. 
The case can be considered as a typical case of CRM implementation at large institutes of higher 
education. According to Miles and Huberman (1994) this type highlights what is normal or average. 
The characteristics of this case will be quite similar with other large institutes of higher education and 
it is plausible that our findings will be relevant for other large institutes as well. Since this study is the 
first replication of the study of Shum, Bove et al. (2008) it is recommended to do a literal replication 
to find out if these findings support their theory (Yin 2009). Therefore it is better to select a case that 
is typical (instead of an extreme case or atypical case). 
Furthermore, the selected case is information rich, so that it manifests the phenomenon intensely, but 
not in the extreme (Miles and Huberman 1994 ; Swanborn 2008). Because the selected case is typical 
for a large HEI and the intensity of the case itself, we expect that the research questions can be 
addressed well and that we can ensure the validity of the research. The unit of analysis is the 
implementation of CRM within the four main processes (marketing & communication, internship and 
graduation, contract education and alumni management) in the institute and the data collection is done 
mainly via interviews and studying project documentation of main informants involved in the 
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implementation of CRM. To keep the research within an acceptable time frame and effort, the number 
of interviewees is limited to 11. According to Eisenhardt (1989) this number of interviews often 
causes saturation of the retrieved information. 
 
3.3 DATA COLLECTION 
 
According to Yin  (2009) there are five sources of evidence used in case studies (documentation, 
archival records, interviews, observation and physical artifact). For this research we mainly rely on in-
depth interviews with strategists, implementers and end-users of CRM implementations. Interviewing 
employees on different levels in the organization avoids elite biases and represents various voices 
(Myers and Newman 2007). We follow similar interview approach and procedures as Shum, Bove et 
al. (2008) did in their study. This guarantees maximum reliability and makes it possible to compare the 
results of both studies. The interviews were semi-structured for different reasons. First, we have 
chosen to interview people with different roles and therefore a semi-structured interview gives the 
flexibility to focus on what is unique for each role. Second, the questioning started from the general to 
more specific and follows the three research questions, which is a rough guideline that allows the 
researcher flexibility, improvisation and openness. This makes it possible to explore interesting lines 
of research and find unexpected answers (Myers and Newman 2007). Next to the interviews other 
evidence sources were used, such as strategy and project documents and physical artifacts (usage of 
CRM). By using this data-triangulation construct validity is increased (Yin 2009). 
 
 
3.3.1 INTERVIEWEES 
 
RQ1 (what constitutes CRM in higher education) and RQ2 (what is the importance of employee 
commitment) require a holistic approach of CRM experiences in higher education. According to 
Kanter (2003) three basic groups need to be coordinated if change is to be effectively implemented: 
change strategists, change implementers and change recipients. Change strategists are responsible for 
identifying the need for change, creating a vision of the desired outcome, deciding what change is 
feasible, and choosing who should sponsor and defend it. Change implementers make it happen; they 
are managing the day-to-day process of change. The change recipients are the ones that undergo the 
change. They represent the largest group of people that must adopt, and adapt to, change. Therefore 
we have chosen to interview people from all three groups.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
TABLE 8: CHARACTERISTICS OF INTERVIEWEES. 
 
Interviewees were selected through purposive sampling, along with snowballing sampling. The first 
interviews were held with implementers of CRM within the institute. Based on their recommendation, 
other interviewees were contacted and interviewed. Furthermore interviewees were selected in order to 
have a full coverage of the change groups of Kanter and to cover the main functional arrears of CRM 
Identifier Role CRM 
processes1 
Gender CRM Experience 
Outside HEI 
[Years] 
Within HEI 
[Years] 
# HEI 
1 Strategist MC,IG,CO,AM Male 15 9 4 
2 Strategist MC,IG,CO,AM Male 20 6 5 
3 Implementer MC,IG,CO,AM Male 17 2 1 
4 Implementer MC,IG,CO,AM Male 0 2 1 
5 Implementer MC,IG,CO,AM Female 9 9 4 
6 Implementer AM Male 0 3 1 
7 Implementer CE Male 3 3 1 
8 End-user IG Male 0 3 1 
9 End-user  MC Female 0 8 1 
10 End-user  MC Male 0 3 1 
11 End-user CE Male 0 5 1 
1MC = Marketing & Communication, IG = Internship & Graduation, CE = Contract Education and AM = 
Alumni Management 
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implementations (student recruitment, internship and graduation, contract education and alumni 
management). 
 
Especially on the level of strategists and implementers, people were interviewed who also had 
experience with CRM at other institutes of higher education. We found out that the focal case was 
really a typical case that had a lot of similarities with implementations of CRM in other HEI. 
Interviewing people from these different hierarchical levels, functional areas as well as actors from 
other organizations will maximize different perspectives and sense making of interviewees and 
therefore limit interview bias (Eisenhardt 2007). 
 
 
3.3.2 INTERVIEW PROTOCOL 
 
The interview protocol (appendix 5) is based on the three research questions and theories from the 
literature review. RQ1 (what constitutes CRM in HEI) is build upon the topics: experience with CRM, 
purpose/goals of CRM, application of CRM and current results of CRM. From the literature we know 
that goals and results can be categorized into business outcomes (financial and non financial), project 
outcomes (costs, timeliness and quality) and information system success (system usage and 
satisfaction). All three outcome types were discussed. RQ2 (what is the importance of employee 
commitment to CRM implementations) is addressed via four topics from the more general to the more 
specific. The first topic was the exploration of the main success factors for a successful CRM 
implementation. The idea is that interviewees should mention employee commitment spontaneously, if 
it is really important to CRM implementation success. The next topic explored the role of the end-user 
to find out, if there is early involvement and what kind of activities the end user is involved in. The 
third topic asks directly how important employee commitment is to CRM implementation success. The 
last topic explored the current commitment of end-users based on the categorization from the literature 
into active resistance, passive resistance, comply, cooperate and championing. RQ3 (what are the 
antecedents of employee commitment) is based on three questions, which actions were undertaken to 
increase employee commitment, what was the effect of these actions and which other actions (but not 
undertaken) could have increased employee commitment. The literature review helps to categorize the 
mentioned actions according to the factors suggested by previous research on affective commitment to 
change and UTUAT research.  
 
 
3.3.3 INTERVIEW PROCESS 
 
The interviews took place at the workspace of the interviewees or their conference rooms and lasted 
between 45 and 90 minutes. All interviews were recorded and transcribed, which ensures that all data 
is gathered and no data is lost. Transcriptions were sent to the interviewees and their comments used 
for correction. All interviews were conducted by the same researcher, who is an experienced 
interviewer and a colleague of the interviewees. This close connection ensures maximum rapport with 
the interviewees and understanding of the specific situation. 
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3.4 DATA ANALYSIS 
 
3.4.1 DATA STORAGE 
 
All data (interviews, documents, memos) are stored in CAQDAS database and are coded to find 
patterns and to build a chain of evidence. According to Yin (2009) using a case study database and 
protocol further improves reliability of the study.  
 
3.4.2 CODING PROCESS 
 
The initial coding schema was developed, based on the outcomes of the literature review and the 
research questions. After coding the first two transcribed interviews and one project document the 
coding schema had grown and was reorganized where necessary. Each time the schema was adjusted, 
the already coded documents were re-coded, according to the new coding schema. The literature 
review was especially helpful in coding the data.  
 
3.4.3 CODING RESEARCH QUESTIONS 
RQ1, what constitutes CRM in higher education explored the themes: (a) goals and results of CRM, 
(b) application of CRM and (c) the experience of CRM within and outside higher education. Coding 
the goals and results of CRM was initially based on the categorization into business, project and user 
outcomes or goals, where business outcomes were further categorized into financial and non-financial 
outcomes. Project outcomes were further categorized into costs, timeliness and deliverables and user 
outcomes were defined in system usage and satisfaction with the new system. During the coding itself, 
the specific outcomes were added, such as improvement of relationships with employers as a non-
financial goal and/or outcome. The coding of the application of CRM was initially based on the target 
groups where the HEI wants to develop relationships (students, employers and other stakeholders from 
management). With respect to the applications of CRM, a lot of new codes were made and readjusted. 
Initially not foreseen, but added during coding, is the theme bottleneck. Often when we spoke about 
the results of CRM and compare them with the goals, interviewees were mentioning reasons why 
implementation is sometimes hard or even fails. Interviewees were also mentioning bottlenecks when 
we explored the later theme of success factors of CRM.  Therefore we added the category bottlenecks. 
RQ2, what is the importance of employee commitment to CRM implementations, explored four main 
themes: (a) success factors of CRM, (b) the role of the end user before, during and after the 
implementation, (c) the importance of employee commitment to CRM implementation success and 
finally (d) the level of current commitment of the interviewee. The initial categorization of success 
factors was based on the literature review and the summary of success factors showed in appendix 2. 
During coding some new categories were added. The role of the end-user did not get a separate coding 
category, but could be coded by categories used for the third research question. The importance of 
employee commitment to CRM implementation is explored at two stages during the interview. When 
asking the main success factors, interviewees could mention employee commitment as a major factor. 
Later on we also asked this directly and if so, we also used the same code of employee commitment. 
The level of current commitment of end-users was based on the categorization from the literature into 
active resistance, passive resistance, comply, cooperate and championing.  
 
RQ3, what are the antecedents of employee commitment, explored three main themes: (a) which 
actions were undertaken to increase employee commitment, (b) what was the effect of these actions 
and (c) which other actions (but not undertaken) could have increased employee commitment. For 
coding the themes we have used the two different theories from the literature review, respectively 
affective commitment (appendix 3) and UTUAT (appendix 4). Appendix 6 shows the final coding 
scheme. 
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3.5 DATA DESCRIPTION 
 
To improve the external validity, the case study description is extensive and reflects time, place, 
context and culture. This is called thick description and makes it easier for the reader to judge the 
applicability of the results of this study to their own situation (Swanborn 2008). Furthermore our 
results are written in a narrative that is interspersed with quotations from our informants and other 
supporting evidence. Then the story is related with theory to demonstrate the close connection 
between empirical evidence and the emergent theory (Eisenhardt 2007). Where possible matrices are 
used to display data and quotations on an aggregated level, to show relationships between data and 
provide insight in patterns that support the emergent theory (Miles and Huberman 1994 ; Eisenhardt 
2007). 
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4 CASE STUDY RESULTS 
 
The results are presented in the order of the research questions. First, we address the research question; 
what constitutes CRM in a higher education context?  Followed by the second question; what is the 
importance of employee commitment to CRM implementation and finally the third question; what are 
the antecedents for employee commitment to CRM implementations? 
 
4.1 WHAT CONSTITUTES CRM IN A HIGHER EDUCATION CONTEXT 
 
To answer what constitutes CRM in a higher education context, we discuss the following topics: 
 What are the main application areas of CRM 
 Who are the customers of HEI 
 What are the main CRM implementation goals 
 What are the results of CRM implementations 
 What is their CRM perspective 
 What is their CRM maturity 
 
 
4.1.1 APPLICATION AREAS OF CRM SYSTEMS 
 
HEI have already a long history with CRM systems. The main areas using a CRM system are: 
Marketing & Communication, Contract Education and Internship & Graduation. There are also other 
areas where CRM systems could offer an important contribution, like Alumni Management, 
Relationship Management for other 
target groups (research centers and 
management team members) and 
Provisioning. Currently there is no 
experience in these areas but their 
applicability is discussed and some of 
them are in the proposal phase (table 9). 
 
Marketing & Communication is the 
most experienced user of CRM 
databases. This centralized department 
is responsible for recruiting new 
students nationally and internationally. 
Students from secondary institutes and 
professionals show their interest via 
website, email, phone, social media and 
events. All interests are registered and 
used for organizing follow-up 
interactions and events, with the aim to 
recruit the right students.  
 
Over the last 3 years they have made  
use of MS-CRM, which is already their third CRM system for supporting the marketing and 
communication process. 
 
Contract Education is a decentralized application of CRM. Most faculties have their own contract 
education departments. The aim of contract education is to support the sales and marketing process of 
acquiring and retaining professionals and employers for enrolling on the program courses of the 
faculty. Some of the departments have already been using a CRM system for a longer period. Due to 
CRM Application Experience 
General Years 
Marketing & 
Communication 
Past 20 years they have used 3 different 
database systems to register inquiries. Since 3 
years they use MS-CRM 
20 
Contract 
Education 
Three faculties are using CRM like database 
systems. First systems are already in use for 8 
years (Business Base, RBS and MS-CRM) 
8 
Internship & 
Graduation 
Two faculties are using MS-CRM for streamlining 
internship & graduation processes. Different 
versions were in use en they have migrated both 
faculties  to the same and latest version of MS-
CRM 
3 
Alumni 
Management 
There is a proposal to start a project to 
implement a CRM module aimed at alumni-
management 
0 
Research centers Research centers are recently expressing their 
need to use a CRM database to manage their 
relationships more effectively 
0 
Management 
Relations 
Management members are recently expressing 
their need to use a CRM database to manage 
their relationships more  effectively 
0 
Provisioning IT Staff is researching the possibilities for 
provisioning with MS-CRM 
0 
TABLE 9; CRM APPLICATION AREAS. 
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previous mergers there are different CRM systems in use (Business Base, RBS and MS-CRM), which 
will all be migrated to the latest version of MS-CRM. 
 
Internship & Graduation is also a decentralized application of CRM. Most faculties have their own 
staff department, responsible for the administrative process of managing internship and graduation. 
The aim of internship & graduation is (a) to support the matching process between employers looking 
for students and students looking form internship and graduation places, (b) manage the process from 
initial assignment to producing study-products (planning, thesis, etc) and (c) manage relationships 
with employers. There were different versions of MS-CRM in use across two different faculties and 
recently both have been migrated to the latest version of this system. 
 
Alumni Management is a relative new phenomenon in higher educations. For two  years, one of the 
faculties started an alumni office, operated mainly by students. So far, it has been quite successful in 
building relationships with ex-students. There are plans to facilitate this office and future offices of 
other faculties with a CRM system. The aim of this system is to (a) register ex-student information, 
interests in past events and updates of student information from social media and (b) use this 
information for organizing and executing future events. 
 
Relationship Management forms the core of every CRM system and offers functionality to manage 
relationships with different target groups. The previously mentioned processes are using this core-
functionality. But it is also very useful for other user groups to manage relationships with their main 
customer groups; like employees from research centers and management team members of faculties. 
So far, this has only been discussed and has no implementation or planning.  
 
Provisioning is not a typical CRM area and automates the IT facilities for the main user groups, like 
students and lectures. The idea is that when a student attends the university or a new lecturer is 
employed, the CRM system takes care of executing the email address, password, authorization of IT 
systems use and the single logon procedure. This application of CRM is also in the discussion stage. 
 
 
4.1.2 CUSTOMERS OF HEI 
 
CRM is about managing relationships with customers. There are several constituents which could be 
labeled as a customer in a higher education context. In a profit context the customer is usually the one 
who pays for the services directly or indirectly. From this perspective, several constituents can be 
distinguished as the customer. First, we can distinguish students and their parents who pay direct or 
indirectly for enrolling to program courses of the institute. Students could originate from secondary 
education or later during their career as professionals who are interested in additional education. 
Second category is formed by the employers who pay for course programs for their employees 
(professionals). In this case the employer is the main beneficiary of the delivered service and could be 
labeled as the customer. There is also another imported relationship with the employer, since the 
employer is the one who offers internship- and graduation places to students and are sometimes the 
future employer. Third category is the (local) organizations that work together with the research 
centers. Often these organizations are also the employers discussed above. Hence, the main customer 
groups are formed by students and their parents, professionals, employers and other external relations 
working closely together with the institute. 
 
Looking at the main application areas, the 
same customer groups could be 
distinguished (table 10). Of course there 
are also other constituents which have a 
relationship with the institute, but these are 
the most important ones acting in a role as 
paying customer. 
 
CRM Application Main Target Groups 
Marketing & Communication Students (and their parents) 
Contract Education Employers, Professionals 
Internship & Graduation Employers, Students, Professionals 
Alumni Management Professionals (ex-students) 
Research centers Employers and other external relations 
Management Relations Employers and other external relations 
Provisioning Students and Lecturers 
TABLE 10; CRM TARGET GROUPS 
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To talk about students or employers as a customer is not very common. Only employees interacting 
frequently with students or employers use the term customer. Specifically, account managers selling 
program courses to organizations and professionals and helpdesk employees helping students with 
their inquiries are talking more frequently in terms of customers. On a more strategic level it is not 
common to refer to students, employers, professionals and external relations as customers. 
 
 
4.1.3 MAIN CRM IMPLEMENTATION GOALS 
 
The main goals for HEI to implement CRM are; improve acquisition, build better relationships, 
streamline processes and standardize IT. Acquisition is mainly aimed at recruiting students from 
secondary education and acquisition of employers and professionals to apply for further education. 
There is also a growing interest to implement CRM to build better relationships with main 
stakeholders like students, employers and other external relations. By building better relationships 
with students they are more bound to the institute, which reduces early failure and motivates them to 
become loyal alumni that return to further education, provide guest lectures and eventually become a 
decision maker for the hiring of future students. Building close relationships with local employers is 
important, since they are the future employers of students, define partly the content (curriculum) of the 
course programs and are the buyers of (customized) course programs for their professionals and 
research assignments. By far the most mentioned and articulated goal to implement CRM is 
streamlining operational processes.  
 
The focus at internship and graduation is simplification of the processes. They have numerous 
excel files, access databases, where they administrate everything. Information need to be 
maintained at different sources. At the end there must be a central overview for each faculty.  
(Implementer at internship & graduation) 
 
Obviously there is a high need to improve CRM-like processes. This could be due to the growing 
complexity of these processes. More and more processes are centralized on faculty or even institute 
level. Therefore employees have to work more closely together and need to standardize their way of 
working. Furthermore, HEI are focusing more on the primary processes of education and other 
processes need to be run more efficiently through streamlining. IT Standardization is the fourth 
important goal for starting a CRM project. Due to past mergers, there are several CRM systems in use.  
From an IT perspective the choice of one CRM system for the whole institute is more cost efficient 
and easier to maintain. Therefore the older versions of MS-CRM and systems of other suppliers are 
migrated to the most recent CRM version.  
 
The first two goals, acquisition and building better relationships are aiming at increasing revenues 
(effectiveness) and the last two goals streamlining processes and IT standardization are aiming at 
lowering costs (efficiency). Although those goals are quantifiable, they are only stated in qualitative 
terms. So it is impossible to measure the effects of a CRM implementation against the predefined 
goals. The four main goals are all defined from an internal perspective and it is surprising that 
improving customer satisfaction is not mentioned or stated at all. As it is, student satisfaction is 
measured by independent organizations and students use those rankings for making their decisions. 
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4.1.4 RESULTS OF CRM IMPLEMENTATIONS 
 
Results of CRM can be categorized into business results, project results and IS success. The results 
will be discussed in this order. 
 
Business Results 
Beforehand the main goals were; acquisition, build better relationships, streamlined processes and 
standardization of IT. As stated earlier the goals were not really quantified and therefore it is difficult 
to measure any improvement of the formulated goals.  
 
Although acquisition of students and employers was mentioned as a main goal of CRM, no one has 
mentioned that it is has been improved. Also building better relationships is hardly mentioned as result 
of CRM. There are several reasons for this. Implementations of CRM at internship and graduations are 
quite recent and the focus has been more on streamlining processes. Implementations of CRM in 
contract education were not really successful and re-implementations are now underway. Only 
marketing & communication is using CRM successfully over a longer period. But, they are not 
focused on increasing the number of students, but to help students to make a good choice, even if this 
is a choice for another HEI. Therefore their activities and events are aimed at enrolling the right 
students, thereby minimizing failure during their study. 
 
The only realized improvements are the more efficiency driven goals of streamlined and improved 
processes and standardized IT. All three application areas mention improvements in their processes.  
 
In a short period of time, much has been achieved. All enrollments are now registered in CRM 
and automatically passed to finance for invoicing. Also, we have a better overview of all 
registered quotations. So I’m quite content about the achievements 
(User at contract education) 
 
The pilot has demonstrated that an integrated administration of MS-CRM leads to a more 
unambiguous administration, which avoids double registration and prevents differences, 
whereby every employee has access to data and reports based on his role.  
(Implementer at internship & graduation) 
 
IT standardization is achieved by choosing and implementing modules of MS-CRM for the different 
application areas and by migrating older versions to the newest version of MS-CRM. More and more 
the application areas run on the same database and therefore it becomes possible to create a more 
complete customer view. 
 
Project Results 
Most CRM projects stay close within budget. There were only small overruns (within 10%). 
Timeliness of most projects often exceeds the planning.  
 
When we are implementing at HEI we always take more time and the planning always takes 
longer than anticipated. If I compare it with the profit sector we might schedule 6 months, 
where we would only schedule 2 months for the same deliverables in the profit sector.  
(Implementer) 
 
One of the main problems is the capacity of employees working at the projects. Most employees have 
to do their project tasks next to their normal duties. It is also difficult to schedule meetings where all 
project members are able to attend. This is especially the case for lecturers, who have their own 
schedules and because the majority of employees at a HEI are on part-time contracts. So, there is little 
flexibility, making planning difficult and often takes more time. 
 
In general the projects do deliver what has been planned. Only users are often not satisfied. In their 
opinion the system lacks either functionality or it is not working accordingly their expectations. 
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Actually everything is delivered. Only a few things were technically impossible. For example, 
attaching document and finding them. It is possible, but it should have been better. Now it is 
all stored under graduation. Users would have had it more categorized, but we want to keep it 
simple. But in general we have delivered what we had agreed. Ok, we did not build the 
integration with Sharepoint (intranet) but that was not planned. 
(Implementer at internship at graduation) 
 
IS success 
IS success is evaluated by; system use and user satisfaction. The success of the three application areas 
of CRM (marketing & communication, contract education and internship and graduation) varies from 
high to low. Marketing & communication are using CRM systems for 20 years and MS-CRM is 
already their third system. They are using the complete implemented functionality and their users are 
fairly satisfied. They also benefit from a good fit of MS-CRM with their processes and therefore they 
need little customization and are satisfied with the standard functionality. Contract education has been 
using CRM like systems for the last 8 years and successes vary from low to middle. Some systems are 
hardly used (MS-CRM and Business Base) or contain only very basic functions (RBS). Satisfaction 
varies from low to high. One of the earlier implementations of MS-CRM has failed, because of the 
complexity (to many screens), lack of functionality and integration with other systems. On a small 
scale, one group of users is re-implementing the MS-CRM system, having made some adjustments and 
is now quite satisfied. Success of internship and graduation is rather low. Only the basic functionality 
is used by a small group of users. Initially also lecturers were planned to use the system. But due to 
high costs of user-licenses this was cancelled. Only the administration staff is moderately satisfied and 
the other users (commission members) are dissatisfied and are not using the new system. 
 
 
4.1.5 CRM PERSPECTIVE 
 
CRM at higher education is best characterized by the implementation of a technology solution to 
improve and streamline local processes. So far, CRM is implemented at local departments with either 
a need to improve their own processes or a need for specific functionality to support certain activities. 
CRM implementation at internship and graduation is an example of improving and streamlining 
processes where campaign management is an example of fulfilling a functional need of marketing and 
communication to better plan and execute campaigns. The other perspectives of CRM are not common 
at HEI (table 11). 
 
CRM 
Perspective 
Definition Applied 
by HEI 
Explanation 
Philosophy Proactively seeking to build and maintain 
long-term relationships with customers 
No HEI are more internally focused to improve and control 
their processes, than to act proactively towards customers 
Strategic Prioritize customers based on their expected 
lifetime value to build long-term profitable 
relationships 
No HEI do not prioritize their customers. All customers 
(students, employers, external relations) are treated 
equally 
Process Continuous redesigning core business 
processes starting from a customer 
perspective and involving customer 
feedback 
Partly HEI do redesign their core business processes, but hardly 
from a customer perspective. Their motive is mainly 
internally focused in order to be more efficient and not to 
build stronger relationships. There are some exceptions, 
but these are local initiatives and not common policy  
Capability Continuous adapting behavior towards 
individual customers. Based on a customer 
oriented organization culture and mindset  
No HEI do not show strong capabilities that adapt their 
behavior towards individual customers 
Technology Intelligence use of data and technology to 
enable a CRM philosophy, strategy, process 
and capability 
Yes HEI implement technology according to (Payne and Frow 
2006) narrowly and tactically (implementation of a specific 
technology solution project) 
TABLE 11; CRM PERSPECTIVES OF HEI 
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4.2 WHAT IS THE IMPORTANCE OF EMPLOYEE COMMITMENT TO CRM 
IMPLEMENTATIONS 
 
Employee commitment is an important factor to address when implementing CRM in a higher 
education context and maybe even more important compared to the profit sector.  
 
The three interviewee groups (strategists, implementers and end-users) all agree that employee 
commitment is one of the most important factors for a successful CRM implementation. Seven out of 
nine interviewees spontaneous named employee commitment as a crucial success factor for 
implementation success (table 13). The other two also agreed, when discussing this topic explicitly, 
that employee commitment is a crucial factor in achieving success.  
 
An active commitment of the end user is most essential. At the end you deliver something that 
the end-user is able goes to work with. If he is not willing to embrace it, you had better stop. 
So, it is absolutely key, that you get support of the end-users and that you deliver what is 
important to them. (Strategist) 
 
When considering the three different application areas of CRM (table 12), it is obvious how important 
employee commitment is to successful implementations. The implementation of marketing & 
communication has been really successful. Managers and end-users show a high commitment to the 
implementation.  
 
I think that I've worked 80 hours a week and I think that also helps others. Putting in a lot of 
time and energy as a manager is very important. Your enthusiasm infects the others as well. 
Somebody who was sick, was scheduled with the most experienced colleague and she helped 
her an hour a day, to make her more comfortable with the new system.  
(User and middle-manager of marketing & communication) 
 
 
Experience 
Years 
CRM implementation Success Employee Commitment 
Explanation Level Explanation Level 
M
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 20 They are using almost 100% of the 
implemented functionality and are quite 
satisfied with MS-CRM. Functionality fit is high 
for this area and little customization is 
needed. There not only using CRM on an 
operational level, but also on an analytical 
level 
High All employees involved are highly 
committed, from management to 
end-users.  
High 
C
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n
tr
ac
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e
d
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ti
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n
 8 RBS system is 8 years old, contains only basic 
functionality and is partly used. Users are 
quite satisfied. MS-CRM and Business Base are 
hardly used. End-users of MS-CRM are more 
unsatisfied due to complexity, poor 
functionality and lack of integration with other 
systems. Business Base is not researched 
Low-
Middle 
Users of MS-CRM have a lower 
commitment, largely due to 
technology problems. There is one 
exception, of four very committed 
users who are re-implementing MS-
CRM, based on their own initiative 
Low-
Middle 
In
te
rn
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n
d
 &
 g
ra
d
u
at
io
n
 3 Both implementations are not really 
successful. Because of a poor functional fit. 
One of the implementations is recently 
migrated to the latest version of MS-CRM, so 
they all use the same version. Lecturers are 
not able to use the system, because of the 
high costs of user- licenses. Registration for 
employers searching students and vice versa is 
quite poor. Some users complain about the 
complexity and number of screens they have 
to go through.  
Low It seems to be hard to commit 
lecturers for this application. Only a 
small number showed up for training 
(20%). End users seem to be quite 
unhappy with the system and not all 
relevant stakeholders are involved 
(members of the graduation 
commissions) 
Low 
TABLE 12; EMPLOYEE COMMITMENT RELATED TO CRM IMPLEMENTATION SUCCESS 
 
Implementations of CRM at contract education are quite troublesome. Due to mergers there are 
different CRM systems in use and two of them (MS-CRM and Business Base) are hardly used. Only 
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the RBS system is used, but it is quite old and will be migrated to the most recent version of MS-CRM 
later this year. The RBS system is partly used, especially by administrators and less by the account 
managers.  Noteworthy, is a small group of four users who started their own initiative using MS-CRM. 
They are very involved and are working closely together (manager, account managers and office 
manager) to implement MS-CRM. Although they experience the same problems (complex 
functionality, the lack of integration and the slow decision making for improvement) they still 
continue. They make it work, because of the perseverance and the commitment of the manager and the 
end-users. 
 
Implementation of CRM at internship & graduation is really troublesome. There are a lot of problems 
at these implementations, but one of the major reasons, seems the commitment of the end-users. It is 
difficult to engage lecturers into using this system. For example, at a user training only 20% of them 
showed up. During the design phase not all of the necessary disciplines were involved and many end-
users are not using the new system. Employee commitment seems to be a real problem is this area. 
 
At this moment the members of the graduation commissions are not involved and some 
members are saying; “we are not going to work with it” We find the system cumbersome and 
error-prone and we are not going to put any effort in it. So, they are not going to use it. Then it 
just stops and it will never be a success.  
(User at internship & graduation) 
 
There is a huge difference with the profit sector where end-users often feel an obligation to use a new 
IT system. Some of the implementers with experience in the profit sector mention the coercion 
mechanism that management uses when users refuse to use a new system. This is not common in HEI 
and probably the non-profit sector, where users have more freedom to resist change and refuse to use a 
CRM system. Therefore HEI depends more on the willingness of the end-users using the new system 
and employee commitment is an essential pre-condition to achieve this. This was also noted by the 
research of Swailes (2004), where he found a correlation between  employee commitment and 
innovation behavior among public accountant, whereas he found no correlation for the group of 
private accountants. According to Swailes (2004) private sector organizations are less tolerant of low 
effort such that, even if employees are weakly committed, they are required to hide their commitment 
levels to protect their position. 
 
So we conclude that employee commitment is important to successful CRM implementations and 
employee commitment seems to be even a more important factor in the non-profit sector and 
especially HEI. 
 
4.3 WHAT ARE THE ANTECEDENTS FOR EMPLOYEE COMMITMENT TO CRM 
IMPLEMENTATIONS 
 
Since employee commitment is an important mediator to improve CRM implementation success, it is 
essential to know which antecedents influence employee commitment positively. We found strong 
evidence for the six organizational factors (table 13), discovered by the research of Shum et al. (2008). 
Especially facilitative leadership, training, communication and technology were antecedents that 
enhanced employee commitment to CRM implementations at HEI. To a lesser degree we found 
evidence for the factors; organizational culture and cross-functional integration. The lower impact of 
latter could be due to the current perspective of HEI on CRM as a technology only, to improve local 
processes. These two antecedents become more important for enhancing employee commitment to 
CRM implementations, when HEI is aiming at implementing CRM from a strategic and philosophical 
perspective. Furthermore it became clear that the chosen change strategy influences employee 
commitment to CRM implementation success and therefore we added this seventh antecedent. 
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1 Strategist S-High I I   I I I I 
2 Strategist S-High     M   I     
3 Implementer S-High I I I I I I   
4 Implementer unkown I   I I I I I 
5 Implementer S-High I   I I I   I 
6 Implementer Interviewed to get insight in the application of Alumni Management 
7 Implementer E-High I   I   I I   
8 End-user S-High I       I I   
9 End-user  E-High I I M I I I   
10 End-user  S-High I   M I I I   
11 End-user S-High I   I   I I I 
Total 9 3 5 6 10 8 4 
S=Spontaneous, E=Explicit, I=Important to influence employee commitment, M=Mentioned but not 
explicitly to improve employee commitment 
TABLE 13; INTERVIEWEE RESULTS. 
 
The antecedents will be discussed in the next paragraphs. The evidence is build up via anecdotic 
stories and related to theory. 
 
 
4.3.1 FACILITATIVE LEADERSHIP 
 
Facilitative leadership is an import antecedent that enhances employee commitment to a CRM 
implementation. Employee commitment is fostered when managers enhance team learning, use and 
show that they are using the system themselves, support users by offering help, allowing time for the 
project and explaining continuously why the change and the CRM system is important to the 
organization. 
 
The more successful implementations were characterized by a high involvement of the management 
during and after the project. They use the system themselves, make time available to support users and 
frequently explain why the project is important to the institute. 
 
Management plays an important role for enhancing implementation success. My direct 
manager was really involved and also his manager. This makes you also more involved. They 
even applied to the course advanced queries. I don’t know if they can even use this 
functionality but it shows that there was a lot of involvement of the management. 
 (User marketing & communication) 
 
As a manager it is important to help your employees and to spent time with them. You also 
have to show that you are using the system and let them know how to improve the usage of the 
system. If you show that, they also will use it better. This could be an enormous catalyst.  
(User and middle manager marketing & communication) 
 
That management support is an important antecedent to successful CRM implementations is widely 
acknowledged and published (Eid 2007 ; Mendoza, Marius et al. 2007 ; Silva and Rahimi 2007 ; King 
and Burgess 2008) and it is seems to be mediated by the affective employee commitment construct. 
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Furthermore it was notable that employees were more committed, when they were part of a team 
which was stimulated to learn together. In some successful cases, management and employees spent a 
lot of time together on a regular basis to improve the CRM implementation. 
 
With the account managers and office manager we have decided to have a meeting every 
month. Together we are going to have a sort of learning process. That way we keep CRM alive 
and permanently seduce ourselves to improve the usage of CRM 
(User and middle manager contract education) 
 
This echoes from Joo and Lim (2009) who found a strong relationship between an organizational 
learning culture and organizational commitment. Especially employees with a lower proactive attitude 
tend to be more positively affected by organizational support or a learning culture. 
 
4.3.2 ORGANIZATIONAL CULTURE 
 
From above it is clear that a learning culture could enhance employee commitment. Employee 
commitment is further boosted by a customer oriented mindset and a more external focus on the 
business environment.  
 
Employees driven by a customer oriented mindset are more committed to make CRM a success. 
Especially employees dealing frequently with end-users/customers (account managers from contract 
education and helpdesk employees from marketing & communication) show a more customer oriented 
mindset and are willing to put extra effort to satisfy their customers. Although in general, a customer 
mindset is a rare phenomenon in higher education. Most employees are more focused on internal 
issues, than to take care of customers. 
 
I tell them, by using the CRM system; you are able to see whether other colleagues have 
visited the customer. A lecturer than tells me, but I will even know that, when I’m there and 
ask my contact. Do you mean that their customer focus is quite low? Yes, that’s the main 
problem and to view an employer as a customer at all. (Strategist) 
 
According to Cameron and Quinn (2011) an organizational culture can be categorized in: hierarchy, 
clan, market or adhocracy. These four types are based on two dimensions, stability versus flexibility 
and internal versus external focus. The internal focus of employees seems to be dominant at HEI. 
Furthermore, the administrative staff are more focused toward control and stability, whereas 
employees dealing more frequently with customers (account managers, helpdesk employees and 
lecturers) are a bit more focused towards flexibility. Altogether the focus is more inward, than outward 
and therefore a customer oriented mindset is quite rare.  
 
I have also worked in the profit sector and those organizations were forced to think more 
commercially, which is reflected in the way they run their business. Thus the CRM philosophy 
and the associated customer orientation are already in the mind of the people. At our institute 
one does not see the greater importance that we need to register customer information. 20 
Years ago the same was happening at the profit sector and we had to explain the importance of 
the customer every time. Now, I’m doing that again at our institute. If you look back in 10 
years you will noticed that this will be changed.  
(Implementer at internship & graduation) 
 
Most of the CRM implementations were aimed at improving and streamlining internal processes rather 
than building relationships with customers. When the application of CRM shifts from an internal 
process perspective to managing and improving customer relationships, a culture shift will be 
necessary towards a more flexible and external focus and a more customer oriented mindset. This will 
effect employee commitment to CRM implementations positively and is often mentioned as a major 
success factor for CRM implementations (Eid 2007 ; King and Burgess 2008). 
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4.3.3 CROSS FUNCTIONAL INTEGRATION 
 
Initially, cross functional integration seems to play a minor role in enhancing employee commitment 
to CRM implementations at HEI. This is not surprising, since current implementations of CRM are 
focused on improving local processes with little integration with other departments and user groups. 
Cross functional integration will become more relevant, when CRM is implemented from a 
philosophical perspective with a focus on building long term relationships with major customers and 
customer groups. 
 
People should be more aware of the benefits of the system for the whole organizations. It 
could be that a colleague from FNT is dealing with a customer (employer) without you 
knowing. But from the perspective of the whole organization it could be very beneficial to act 
as one organization to the customer. But we are far away from that idea. 
(Implementer of internship and graduation) 
 
Another issue is the misunderstanding of some users that the CRM system cause more effort and time 
to execute their activities as did their old way of working. Often they do not notice that other users and 
the organization as a whole profits from their effort. After process redesign, the total time spent for 
executing activities could be less than before, but activities could be more concentrated by some users. 
Being aware of the bigger picture and the positive consequences give their activities more weight and 
could improve their commitment. 
 
 
4.3.4 TRAINING 
 
Training seems to be trivial and it felt sometime overdue to mention at all. But everyone believes that 
training is crucial to enhance employee commitment to CRM implementations. The important lessons 
are: customized training sessions that focus on relevant functionalities, regular training sessions to 
clarify how users could benefit from using the system and explain the purpose and philosophy of CRM 
to the organization. 
 
Many users believe that an initial training is not sufficient. After the initial training, additional training 
sessions are necessary. 
 
Make sure that people stay involved. Everything depends on how it is being transferred. At 
one moment there is this first training. But training once, is often not enough. People keep 
coming with questions. You have to keep working on it. Otherwise the urgency drops and if 
people don’t see the added value it will fail. 
(User marketing & communication) 
 
Users need often additional training, because after initial training only the basics will be remembered. 
To utilize the full possibilities of the CRM system, additional training is necessary. Also, newly hired 
employees need training as well. Therefore training should be offered at a regular basis. 
 
Furthermore, training should not only address how to operate the CRM system, but more important is 
to explain how the system contributes to a more successful way of doing business. Most users 
complain that the content of training is very much focused on how to operate the CRM system. Their 
commitment could be enhanced when training clarifies how the CRM system supports them in their 
daily operation. Training should also explain why the CRM system is important to the institute and 
their departments and addresses the purpose of the CRM strategy and philosophy behind the 
implementation.  
 
Sometime we hire an external speaker who emphasizes the importance of relationship 
management first. Why is it important? What do you do when a customer is calling, without 
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paying attention to the system? Why are external contacts important to the institute? Giving 
attention to these aspects is really good. People returned very enthusiastic from that training. 
 (Implementer) 
 
Chen and Popovich (2003) acknowledge the importance of training for enhancing employee 
commitment by stating; “Management must show its commitment to an ongoing company-wide 
education and training program. In addition to enhancing employee skills and knowledge, education 
boosts motivation and commitment of employee and reduces employee resistance”. 
 
 
4.3.5 COMMUNICATION 
 
Communication is by far the most mentioned antecedent to enhance employee commitment to CRM 
implementations. It is important for the management to communicate the purpose and goals of CRM 
regularly, to inform all relevant employees about the progress of the CRM project and to celebrate its 
successes. But even more important is the tone-of-voice used in all communications. The tone-of voice 
should be tuned, in a way that it is most effective in winning the hearts of all involved. 
 
What can you do to improve commitment? Communication, communication, communication! 
Show what you doing, involve them and show them why you have done things a certain way. 
The communication platforms are very important. 
 (Implementer contract education) 
 
You have to celebrate successes and organize a going live event, putting a gimmick on the 
office tables. Communication is crucial, because the system will definitely work, but it is the 
heart of the people that really matters. 
 (Implementer) 
 
At the start and during a CRM project it is important to communicate the purpose and goals of the 
CRM implementation. Employees need to know why this project is important to the institute and what 
the benefits are. This is widely acknowledged in the CRM success factors literature, by their advice to 
articulate and communicate a CRM strategy/philosophy to all employees (Mendoza, Marius et al. 
2007 ; Silva and Rahimi 2007 ; King and Burgess 2008). Also change management theories agree that 
the first step of change should be to create a shared need and to share the vision with all people 
involved (Kotter 1996 ; Mento, Jones et al. 2002 ; Kanter 2003). 
 
The ones who are responsible should be more involved. If necessary the manager should come 
along and tell everyone the importance of the CRM project. We should have organized a real 
kick-off meeting earlier, something we have done later, when things went wrong. 
(Implementer internship & graduation) 
 
Especially in HEI it is important to win the hearts of the users and enhance their commitment to CRM 
implementation in order to let them accept the change and the new system. As stated before, 
employees have a lot of autonomy and freedom to choose whether they will comply with the change 
or not. Using coercion and hard control mechanisms does not seem to be effective. 
 
In a non-profit organization and specially education it is hard to make people accountable. 
Coercion doesn’t work and you can’t fire people when they do not comply. The only means 
you have to get people along is to show them what’s in it for them and use your 
persuasiveness. Show them the purpose and the final goal. Demo the software, explain how 
other people have benefit it. Constantly communicate and explain. (Strategist) 
 
Besides the content of communications it is important to win the hearts of all end-users. Therefore the 
tone-of-voice should be tuned in a way that it is most effective in winning the hearts of all involved. 
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4.3.6 TECHNOLOGY 
 
Technology is an important antecedent for enhancing employee commitment at HEI. It became clear 
that the CRM technology for HEI is still under development and, due to this immaturity, it causes 
lower employee commitment. To enhance employee commitment is must be clear to the end-users 
how they could benefit from the new technology. Only if the benefits out-weight the required effort to 
use the new technology, their willingness will increase. Benefits are under stress when the functional 
fit is poor, the system is complex to use and integration with other relevant systems is missing. 
 
Benefits of the system are crucial. The new system will not be embraced if the end-user does not 
experience enough benefits. Learning and using this new system should be worth the extra effort and 
should deliver enough benefits in faster and easier executing their own activities (efficiency) and being 
more successful in those executions. (effectiveness). 
 
Of course an end-user should quickly understand what the benefits are. The account managers 
should immediately experience that it is easy and convenient. Now I can easily do this and that 
and I can notice it immediately. They need to see how this instrument can support their 
activities. If that’s not happening, the usage will drop. 
(User and middle manager contract education) 
 
Dissatisfaction with the system is high when there is a poor fit of the functionality with the execution 
of their activities and if the system is complex to use. 
 
There are still users who didn’t get what they wanted, because it was not part of the scope of 
the project. If you ask their opinion, they are not happy. A connection between the website and 
CRM is missing and the form for companies to apply for internships or graduation places is 
not complete. 
(Implementer internship & graduation) 
 
Users complain about to many screens they have to go through to complete an activity (i.e. submission 
or quotations) and find the CRM system difficult to use.  
 
Furthermore the CRM system should be well integrated with other relevant IT systems, to avoid 
multiple inputs of data and to deliver a more complete customer view. Often the integration is 
experienced as poor and this leads to lower employee commitment. 
 
Professionals enroll via the website of the HEI and we receive an email of the enrollment. Past 
two years we print these emails and register them again in the CRM system. It took one and a 
half years to build a connection. When it was delivered, it only integrated one data field and 
we still have to do it manually. (User and middle manager contract education) 
 
 
It is really unfortunate that there is no integration. As somebody changes an address via 
studylink it is not updated in the CRM system. (User marketing & Communication) 
 
In order to enhance employee commitment to CRM implementations the CRM system should be easy 
to use and should be beneficial to the end-users. The technology findings correspond with two of the 
main constructs of the UTUAT theory; performance expectancy and effort expectancy (Venkatesh, 
Morris et al. 2003). From the main construct of performance expectancy we found support for the 
underlying constructs; perceived usefulness, job-fit, relative advantage and outcome expectation. With 
regard to effort expectancy we found support for perceived ease of use, complexity and ease of use. 
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4.3.7 CHANGE STRATEGY 
 
Implementation of CRM in HEI is fairly troublesome. Especially, contract education and internship 
and graduation are implementations which are often unsuccessful. We believe that the normative-re-
educative strategy of Bennis, Benne et al. (1969) could enhance employee commitment to CRM 
implementations and that the change strategy itself is important in defining the content of the other six 
antecedents. 
 
It is remarkable that often end-users feel free to resist the change and refuse to use of the new CRM 
system.  
 
So, many users aren’t working with the new CRM system? That’s Right. Why are they not 
using it? Because they say I cannot work with this system. They find it is not good enough.  
(User of internship & graduation) 
 
The current change strategy seems ineffective and we believe that there is a seventh important 
antecedent that influences employee commitment to CRM implementations. According to Bennis, 
Benne et al. (1969) a change strategy can be classified into three categories; empirical-rational 
strategies, power-coercive strategies and normative-re-educative strategies. These strategies represent 
different ways to implement change. From the interviews it is obvious that the power-coercive strategy 
is not effective in HEI, since people are fairly free to resist the change and refuse to use the CRM 
system.  
 
You can’t make people accountable for what they don’t do in a non-profit organization and 
especially higher education. Not much will happen if you say we make the usage of CRM 
mandatory via procedures and personal goals. You can say this a hundred times, but if they 
don’t do it, there are no coercive means. (Strategist) 
 
So far, these implementations are approached by the empirical-rational strategy, where the focus is one 
of planning and rolling-out the project in a rational way. It is clear that this strategy is not very 
effective either, because this strategy only addresses the rational mind and not the heart of the end-
users. The normative-re-educative strategy is based on the idea, that employees succeed in their own 
re-education through participation (Bennis, Benne et al. 1969), thereby enhancing employee 
commitment. The literature review of Choi and Ruona (2011) revealed that individuals levels of 
readiness for organizational change are more likely when they experience normative-re-educative 
change strategies and when they work in a culture that values team-learning. Since, the construct of 
readiness for change is quite similar to employee commitment to change, we believe that the 
normative-re-educative strategy will enhance the employee commitment to CRM implementations and 
that it is an important antecedent. It also clarifies the content of some of the other antecedents, like 
facilitative leadership (team learning), organizational culture (learning culture) and communication 
(celebrate successes and tone-of-voice). We therefore think that the change strategy also is an 
important contributor to the content of the other six antecedents and helpful in elaborating these 
antecedents. 
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5 CONCLUSIONS, DISCUSSION AND RECOMMENDATIONS  
 
5.1 CONCLUSIONS 
 
Large HEI have recently invested in large scale implementations of CRM. From the profit sector we 
know that CRM implementations are often troublesome and do not meet expectations (Krigsman, 
2009). Also implementations of CRM at HEI experience the same kind of problems.  Prior research 
has stressed the importance of focusing on people related factors (Reinartz, Krafft et al. 2004 ; 
Boulding, Staelin et al. 2005 ; Payne and Frow 2006 ; Shum, Bove et al. 2008). So far, academic 
research gave little attention to the role of employees in the implementation of effective CRM 
activities ((Boulding, Staelin et al. 2005 ; Shum, Bove et al. 2008). Shum, Bove et al. (2008) have 
acknowledged this call and have studied the role of employee commitment to CRM induced change 
and the factors that enhanced employee commitment in the profit sector of banks. This research is 
partly a replication of their research in the non-profit sector and also fills a gap in what constitutes 
CRM in higher education. 
 
In this study the following research questions were answered: 
4. What constitutes CRM in a higher education context? 
5. What is the importance of employee commitment to CRM implementations? 
6. What are the antecedents for employee commitment to CRM implementations? 
 
What constitutes CRM in a higher education context? 
CRM is mainly applied in three main areas; marketing & communication, contract education and 
internship and graduation. There are also plans to extend the application of CRM into the areas of; 
alumni management, relationship management for research centers and management and supporting 
provisioning. The main customers can be categorized into; students and their parents, professionals, 
employers, external relationships (other than employers) and alumni (ex-students). Constituents often 
could be categorized into more than one category. It is not common to label these categories as a 
customer. Only employees closely interacting with one of those constituents sometimes talk about 
their customers. Main goals to implement CRM are; improve acquisition and build better relationships 
with main stakeholders, streamline and improve processes and standardize IT. So far, they are only 
successful in the latter two. Projects deliver what has been planned, within reasonable budget limits 
but it often takes longer to finish implementation. CRM is best characterized by the implementation of 
a technology solution to improve and streamline local processes. The initiative is made on a local level 
and there is not an overall CRM strategy, other than centralizing IT.  
 
What is the importance of employee commitment to CRM implementations? 
Employee commitment is a necessary precondition to CRM implementation success. Embedded cases 
in HEI show success where employee commitment was high and failures were employee commitment 
was low. All interviewees agree that employee commitment is crucial to CRM implementation success 
and therefore we conclude that there is strong evidence that employee commitment relates positively 
to CRM implementation success. Employee commitment in the non-profit sector and especially higher 
education seems to be even more important compared to the profit sector. Employees of higher 
education feel more free to resist change and to refuse the use of the new CRM system. Therefore to 
win the heart of the end-users is crucial and employee commitment to CRM implementation is a 
prerequisite. 
 
What are the antecedents for employee commitment to CRM implementations? 
We found strong evidence that the same six antecedents apply in higher education as it does in the 
study of Shum, Bove et al. (2008), which was based on the banking sector. Since, this study is partly a 
replication of their study we can acknowledge the importance of these six factors. Furthermore we 
believe that applying the normative-re-educative strategy of Bennis, Benne et al. (1969) will enhance 
employee commitment to CRM implementations in higher education and is therefore an important 
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antecedent to employee commitment. Change strategy also forms a basis for defining the content of 
the other six antecedents and enhances consistency between all antecedents. Figure 2 gives an 
overview of the conceptual model of employee commitment to CRM implementations in higher 
education. 
 
 
FIGURE 2; CONCEPTUAL MODEL 
 
5.2 DISCUSSION 
 
The research has several contributions to theory. First, employee commitment to CRM 
implementations positively effects CRM implementation success and is therefore an important 
contributor to CRM success. It seems even more relevant in the non-profit sector and especially in 
higher education, because other means, such as coercion and ‘hard’ control mechanisms, are less 
effective in this sector. This corresponds with the findings of Swailes, (2004) where he found that 
employee commitment plays a more important role within the non-profit sector in enhancing 
innovative behavior. Second, for enhancing employee commitment to CRM implementation success 
there are seven antecedents that plays a major role. We found evidence for the six antecedents of the 
study of (Shum, Bove et al. 2008) for enhancing employee commitment to CRM implementations; (1) 
facilitative leadership, (2) organizational culture, (3) cross-functional integration, (4) training, (5) 
communication and (6) technology. We also believe that the model should be extended with a seventh 
antecedent (7) change strategy, where the normative-re-educative strategy could enhance employee 
commitment better than the other two change strategies (empirical-rational- and power-coercive 
strategies). This corresponds with the findings of Choi and Ruona (2011) who revealed that the 
individual’s levels of readiness for organizational change are higher when they experience normative-
re-educative change strategies and when they work in a culture that values team-learning. 
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Our findings are a confirmation of the UTUAT theory. According to this theory (Venkatesh, Morris et 
al. 2003) behavioral intention to use a new system will increase; (a) when users believe that using the 
new system will deliver gains in job performance (Performance expectancy), (b) that the system will 
be easy to use (Effort expectancy), (c) the perception that others believe that it is important to use the 
system (Social influence) and (d) there exist an organizational and technical infrastructure to support 
the use of the system (Facilitating conditions). The first two constructs (performance- and effort 
expectancy) are supported by our technology findings. The construct of social influence is in line with 
the findings of facilitative leadership and communication that users should understand why the CRM 
project is important to the organization. Social influence from the management on the end-users 
therefore plays an important role. Also the mutual social influence of end-users effects employee 
commitment, especially when the CRM system has a negative image, or its image is reinforced by the 
end-users with a negative attitude, which lowers their commitment to the CRM implementation. The 
fourth construct of facilitating conditions corresponds with the antecedent training, which covers 
regular training possibilities and helpdesk facilities. We therefore believe that the four main constructs 
of the UTUAT theory are enhancing employee commitment to CRM implementations and are also 
covered by our antecedents, only defined in different constructs. 
 
There is an interesting difference in both studies. The banking sector has a longer history with CRM 
than higher education. This is clearly reflected in the CRM perspectives of both sectors. HEI applies 
CRM from a more tactical and narrow perspective, with a focus on technology solutions, whereas the 
banking sector is more focused on a broadly and strategic implementation of CRM (Payne, 2005; 
Zablah, 2004). This is also reflected in the current business outcomes of CRM at HEI. Initially, we 
would have expected typical CRM related outcomes as building better relationships with main 
stakeholders and the improvement of acquisition and retention of students and employers. So far, these 
outcomes are not established and current outcomes are mainly process improvements and 
standardization of IT systems. Hence, the current maturity level of CRM at HEI is quite immature. 
According to Capability Mature Model for software of Mark  (1993), five maturity stages can be 
distinguished (initial, repeatable, defined, managed and optimizing). Most HEI implementations are 
still in the initial stage, where processes are ill defined and success depends on individual effort. The 
only exception is the marketing & communication process. Furthermore it is interesting that Haywood 
(2007) has researched CRM at nine colleges of HEI in the UK. One of the goals was to find out the 
CRM maturity in the area of business community engagement (employers/external relations). Based 
on his maturity model, he found that eight out of nine cases were all at a low maturity level 
(operational CRM) and he concluded that HEI are “predominantly in the early stage of 
implementation”.  
 
The maturity level could play an important role in the influence of the seven antecedents that enhance 
employee commitment to CRM implementations. In our research, the factors organization culture and 
cross function integration were less present, than the other constructs. We believe this is due to the 
maturity stage of CRM at higher education. The maturity level seems to moderate the relationship of 
organizational culture and cross-functional integration with employee commitment to CRM 
implementations. If CRM is aimed at a higher maturity level these two antecedents become more 
important for enhancing employee commitment. When CRM is implemented from a more strategic 
perspective, end-users need to be more customer-oriented (organizational culture) and processes 
should be designed around the customer (cross-functional integration). 
  
5.3 RECOMMENDATIONS FOR PRACTITIONERS 
 
Our study has several implications for change strategist (managers and consultants) and implementers 
(project leaders and consultants). First, implementers should be aware of the importance of employee 
commitment to CRM implementations in HEI in order to implement CRM more successful. During 
pre-planning it is helpful to measure the current level of employee commitment. Second, to enhance 
employee commitment, the antecedents are a good checklist to consider for improving employee 
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commitment. When implementation itself is troublesome, the antecedents are helpful to find out which 
antecedents negatively influence employee commitment and, based on that analysis, corrective action 
can be taken. For example when it turns-out that the functionality of the CRM system and integration 
with other systems is poor, employees will not really benefit and experience low commitment. In this 
case, improving functionality and building the necessary integrations should be completed first. 
Thirdly, the strategist should be aware of the purpose and goals of CRM and the consequences for the 
implementation. If their CRM perspective is more strategic and aimed at a high CRM maturity level 
then it is important to consider all factors. It is also necessary to integrate the different application 
areas, in order to manage the complete lifecycle of students and offer a complete customer view. This 
starts by defining a vision and looking at CRM from a more philosophical and strategic perspective. 
Only then can HEI profit in terms of increased student loyalty, retention and satisfaction with the 
faculty programs and services (Seeman and O’Hara 2006). Also with the employer a similar approach 
would be worthwhile. So far, employers are treated equally and it could be valuable to prioritize 
(strategic perspective) employers and to build stronger relationships with a smaller groups. This 
strategy could be profitable for contract education and research assignments, due to an increased 
loyalty and retention of those employers. From a knowledge transfer point of view it is effective to 
build only strong relationships with a selection of external relations. Since it is impossible to deal with 
all (local) organizations, prioritizing them could result in more efficient use of resources with better 
outcomes. 
 
5.4 RECOMMENDATIONS FOR FURTHER RESEARCH 
 
Limitations 
This study is based on a large institute of higher education with 3 embedded cases on faculty level. 
Therefore the results may not be generalized to other HEI. Though, we believe that other HEI in the 
Netherlands with CRM at the same maturity level (operational CRM), will experience the same 
challenges and could benefit from our findings. A few interviewees also have experience with CRM 
implementations at other HEI and they confirm that this case is not unique or extreme, but similar to 
other HEI in the Netherlands. 
 
Saturation of strategist and implementer interviews was good. The later interviews did not reveal 
much new information. At the end there were doubts about the saturation of the interviews with end-
users. Therefore an extra interview was added. Still we feel that extra interviews with end-users could 
have led to new insights and could have sharpened our findings.  
 
Our conclusion that employee commitment led to more successful implementations of CRM relies 
partly on three embedded cases. More successful cases (high user satisfaction and system use) were 
the ones where employee commitment was high and vice versa. We are not sure that success and 
failure were completely due to employee commitment and not related to other success- and failure 
factors. 
 
The addition of the change strategy as an antecedent to enhance employee commitment to CRM 
implementation was not foreseen beforehand and is originated at the end of the analysis. Although we 
believe that change strategy is an important antecedent that should be added to the conceptual model, 
it is not explicitly tested. 
 
Our research is based on a case study, where CRM maturity was at an operational level, in contrast to 
the research of Shum, Bove et al. (2008), where CRM maturity was on a strategic level. We believe 
that the lower presence of cross functional integration and organization culture is largely due to this 
lower maturity level of CRM.  
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Future research 
Because of the limitations of our research it opens opportunities for further research. First, the external 
validity of the proposed conceptual model needs to be tested more empirically in a broader sample. So 
far, the model is only qualitatively tested with the case study design and with our confirmation of the 
model in the higher education sector it is recommendable to test it more qualitatively. Second, our 
research has added the antecedent change strategy which is a new antecedent that needs further testing. 
We believe that the normative-re-educative strategy influences employee commitment to CRM 
implementation even more in the non-profit sector, because of the absence of coercive means. 
Therefore it is interesting to aim future research at the relevance of the normative re-educative strategy 
in enhancing employee commitment and the differences between profit and non-profit sector. Third, 
the conceptual model could be extended with CRM maturity level as a moderator between the 
antecedents and employee commitment to CRM implementations. It seems that CRM maturity 
influences the effect of the antecedents, but the effect is unclear and has not been tested before. Fourth, 
both case studies were a static snapshot and the influence and content of the antecedents could be 
different during the implementation stages of pre-planning, implementation and optimization. Such a 
more longitudinal research gives also a good insight into how the content of the antecedents should 
change during the implementation stages to enhance employee commitment. Fifth, we did not find a 
proper CRM maturity model and could only rely on either more practically used models (Haywood 
2007) or theoretical models which were distantly related to CRM (Mark 1993). Therefore it would be 
useful to enrich the CRM theory with an own maturity model. The outcomes of this model could be 
used to test our conceptual model with CRM maturity as a moderator for the antecedents of employee 
commitment to CRM implementations. 
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Appendix 1; CRM applications at institutes with a wide course program in the Netherlands 
 
Nr Higher Education Institute # Students CRM application1 
1 Hogeschool van Amsterdam 40.655 New system  planned 
2 Hogeschool Utrecht 33.628 Microsoft CRM 
3 Fontys Hogescholen 33.291 Sage CRM 
4 Hogeschool INHOLLAND 32.840 Microsoft CRM 
5 Hogeschool van Arnhem en Nijmegen 28.641 Not found 
6 Hogeschool Rotterdam 28.551 Selligent 
7 Hanzehogeschool Groningen 24.071 Start implementation 
8 Avans Hogeschool 22.302 SAP BusinessObjects Xcelsius 
en Web Intelligence 
9 De Haagse Hogeschool 20.214 Aanbesteding gestart 
10 Saxion 19.832 Centuri 
11 Christelijke Hogeschool Windesheim 18.050 Selligent 
12 Hogeschool Zuyd 14.297 Not found 
13 Stenden hogeschool 10.055 Not found 
14 NHL Hogeschool  9.529 Decos (document system) 
15 Hogeschool Leiden 7.212 Not found 
16 NHTV internationaal hoger onderwijs Breda 6.891 Not found 
17 Christelijke Hogeschool Ede 4.022 Microsoft CRM 
18 Hogeschool Zeeland 4.002 Not found 
  
                                                     
1 Base on Google searches (first 4 pages) on term CRM and brand name institute and searches of the term CRM on the web 
pages of the institute itself. Information retrieved on June 2011. 
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Appendix 2; CSF for successful CRM implementations 
 
  Da Silva and Rahimi (2007) Mendoza et al. (2007) King and Burgers (2008) Eid (2007) 
1 Top Management 
Commitment 
Senior management 
commitment 
Top Management Support Top Management support 
2   Creation of a 
multidisciplinary team 
   
3 Project Mission Objectives definition   Developing a clear CRM 
strategy 
4   Interdepartmental integration    
5 CRM philosophy Communication of the CRM-
strategy to the staff 
Communication of CRM 
strategy 
 
6 Project schedule and plan     Clear project vision/scope 
Realistic CRM 
implementation schedule 
7 Client consultation      
8 Skillful personal     
9 Client acceptance (end-
user) 
Staff commitment Willingness to share data 
Willingness to change 
processes 
Employee acceptance 
10   Customer information 
management 
Knowledge management 
capabilities 
 
11   Customer contact 
management (channels) 
   
12    Culture change/customer 
orientation 
Organizational culture 
Customer orientation 
13 Business Process Change 
(BPC) 
  Process change capability 
 
 
14 Technical Tasks   Technological readiness  
15 Connectivity Information systems 
integration 
Systems integration 
capability 
Integration with other 
systems 
16 Software Configuration 
based on BPC 
IT Solution fit (customer 
service, sales- and marketing 
automation) 
  Data Mining 
Personalization 
17 Troubleshooting Support for operational 
management 
  Training 
18 Monitoring and feedback     Enterprise performance 
metrics for CRM 
19    Benchmarking 
20    CRM software selection 
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Appendix 3; Definitions of the antecedents to AC2C 
 
Antecedent Definition 
Organizational culture 
(Shum, Bove et al. 2008 p. 1360) 
Organizational culture-types that value teamwork above internal competition 
and where employees are more participative in the decision making process 
increases the level of AC2C  
Facilitative leadership 
(Shum, Bove et al. 2008 p. 1360) 
Is based on listening to employees concerns and encourages group learning. 
Facilitative leadership increases the level of AC2C, compared to a more 
dictatorial style of leadership 
Cross-functional integration 
(Shum, Bove et al. 2008 pp. 1360) 
Is the practice where individuals, business processes and information from 
two or more, usually separated organizational functional areas are brought 
together to complete a task. The extent to which this is practiced in an 
organization contributes to AC2C 
Training 
(Shum, Bove et al. 2008 p. 1362) 
Helps employees to acquire operational skills (using the system) but more 
importantly training facilitates an appreciation of the philosophy and goals 
behind the CRM initiative 
Communications 
(Shum, Bove et al. 2008 p. 1362) 
Ensure all stakeholders to understand the vision, the progress and likely 
consequences of the intended change. 
Technology 
(Shum, Bove et al. 2008 p. 1363) 
Is about integration with other systems, enables relevant information to be 
available throughout the organization and allows organizations to integrate 
multiple touch points they have with their customers  
Fit of organizational change with 
strategic vision (Parish, 
Cadwallader et al. 2008 pp.35) 
Based on an employee’s perception that a change initiative is consistent with 
an organization’s strategic vision 
Quality of relationship with 
manager (Parish, Cadwallader et al. 
2008 p. 36) 
Is based on trust (confidence in a person’s reliability and integrity), 
commitment (belief that a relationship warrants effort to maintain it) and 
satisfaction (employee’s judgment that organization relationships are 
rewarding and fulfilling) 
Job Motivation 
(Ganesan and Weitz 1996 p. 37) 
The extent to which employees they find their work interesting and 
challenging 
Role autonomy (Parish, 
Cadwallader et al. 2008 p. 37) 
The extent to which employees have a sense of autonomy about their role in 
implementing workplace changes (e.g. feel they influence training or roll out 
schedule) 
Charismatic leadership 
(Michaelis, Stegmaier et al. 2009 p. 
401) 
The ability of a leader to exercise diffuse and intense influence over the 
belief, behavior and performance of others through his or her own behavior, 
beliefs and personal example 
Trust in top management 
(Michaelis, Stegmaier et al. 2009 p. 
403) 
An attitude held by employees toward the leadership of the organization that 
indicates a willingness to be vulnerable to top management 
Change specific efficacy (RfC) 
(Holt, Armenakis et al. 2007 p. 
238) 
The extent to which one feels that he or she has or does not have the skills 
and is or is not able to execute the tasks and activities that are associated with 
the implementation of the prospective change 
Appropriateness of the change 
(RfC) (Holt, Armenakis et al. 2007 
p. 238) 
The extent to which one feels that there are of are not legitimate reasons and 
needs for the prospective change 
Management support for change 
(RfC) (Holt, Armenakis et al. 2007 
p. 239) 
The extent to which one feels that the organization’s leadership and 
management are or are not committed to and support or do not support 
implementation of the prospective change 
Personal valence (benefits) of the 
change (RfC) (Holt, Armenakis et 
al. 2007 p. 238) 
The extent to which one feels that he or she will or not will benefit from the 
implementation of the prospective change 
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Appendix 4; Definitions of the underlying constructs of UTUAT 
 
Main 
Construct 
Sub-Constructs Definition 
Performance 
Expectancy 
Perceived Usefulness 
(Venkatesh, Morris et al. 
2003 p. 448)  
The degree to which a person believes that using a particular 
system would enhance his or her job 
Extrinsic Motivation 
(Venkatesh, Morris et al. 
2003 p. 448) 
The perception that users will want to perform an activity 
because it is perceived to be instrumental in achieving valued 
outcomes that are distinct from the activity itself, such as 
improved job performance, pay or promotions 
Job-Fit  (Venkatesh, Morris 
et al. 2003 p. 448) 
How the capabilities of a system enhance an individual’s job 
performance 
Relative advantage 
(Venkatesh, Morris et al. 
2003 p. 449) 
The degree to which using an innovation is perceived as being 
better than using its precursor 
Outcome expectation 
(Venkatesh, Morris et al. 
2003 p. 449) 
Outcome expectations relate to the consequences of the behavior. 
They are separated into performance expectations (job-related) 
and personal expectations (individual goals) 
Effort 
Expectancy 
Perceived ease of use 
(Venkatesh, Morris et al. 
2003 p. 451) 
The degree to which a person believes that using a system would 
be free of effort 
Complexity (Venkatesh, 
Morris et al. 2003 p. 451) 
The degree to which a system is perceived as relatively difficult 
to understand and use 
Ease of use (Venkatesh, 
Morris et al. 2003 p. 451) 
The degree to which using an innovation is perceived as being 
easy to use 
Social 
Influence 
Subjective norm 
(Venkatesh, Morris et al. 
2003 p. 452) 
The person’s perception that most people who are important to 
him think he should or should not perform the behavior in 
question 
Social factors (Venkatesh, 
Morris et al. 2003 p. 452) 
The individuals internalization of the reference group’s 
subjective culture and specific interpersonal agreements that the 
individual has made with others, in specific situations 
Image (Venkatesh, Morris 
et al. 2003 p. 452) 
The degree to which use of an innovation is perceived to enhance 
one’s image or status in one’s social system 
Facilitating 
Conditions 
Perceived behavioral 
control (Venkatesh, Morris 
et al. 2003 p. 454) 
Reflects perceptions of internal and external constraints on 
behavior and encompasses self-efficacy, resource facilitating 
conditions and technology facilitating conditions 
Facilitating conditions 
(Venkatesh, Morris et al. 
2003 p. 454)  
Objective factors in the environment that observers agree make 
an act easy to do, including the provision of computer support 
Compatibility (Venkatesh, 
Morris et al. 2003 p. 454) 
The degree to which an innovation is perceived as being 
consistent with existing values, needs and experience of potential 
adopters 
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Appendix 5; Interview Protocol 
 
1. Introduction  
1.1. Researcher 
1.1.1. Lecturer TBK 
1.1.2. Student OU (Management Science) 
1.2. Research introduction 
1.2.1. CRM within HEI 
1.2.2. Success factors 
1.2.3. Implementation experiences 
1.2.4. Role of the end-users for successful implementations 
1.3. Confidentiality of the information 
1.4. Procedures 
1.4.1. Timing 60 minutes  
1.4.2. Permission to record the interview 
2. CRM Context (start with the open questions (2 digit) 
2.1. Experience with CRM 
2.1.1. When did you first came in contact with CRM (within and outside HEI) 
2.1.2. What was this experience about 
2.1.3. Which other experiences do you have with CRM 
2.1.4. What do HEI mean by CRM 
2.2. What are the CRM objectives/goals of HEI  
2.2.1. Business outcomes (Financial and Relational/Tangible and Non-Tangible) 
2.2.2. Project outcomes (Timeliness, Budget en Quality/Deliverables) 
2.3. What are the application areas of CRM  
2.3.1. Student enrollment (marketing & communication) 
2.3.2. Alumni management 
2.3.3. Employers for the purpose of internship & graduation 
2.3.4. Employers for the purpose of contract education  
2.3.5. What are the result of CRM so far 
2.3.6. Business outcomes (Financial and Relational/Tangible and Non-Tangible) 
2.3.7. Project outcomes (Timeliness, Budget en Quality/Deliverables) 
2.3.8. User experience (system use and  en system satisfaction) 
3. Importance of employee commitment 
3.1. Critical Success factors 
3.1.1. How went the implementation of CRM  
3.1.2. What contributed to the success  
3.1.3. What impeded the implementation 
3.1.4. What are the main success factors 
3.2. Role of the end-user 
3.2.1. What is the role of the end-user before the implementation starts  
3.2.2. What is the role of the end-user  during the implementation 
3.2.3. What is the role of the end-user  after the implementation 
3.3. How important is an active commitment of the end-user to CRM implementation success 
3.4. What is the current engagement/commitment of end-users (active resistance, passive resistance, comply, 
collaboration and championing) 
3.5. How do they show this commitment  
4. Factors which enhance employee commitment 
4.1. Which actions were undertaken to enhance employee commitment 
4.2. What was the effect of these actions 
4.3. Which further actions could have enhanced commitment  
5. Characteristics of the Interviewee 
5.1. Function/role 
5.2. Work-experience within HEI (years) 
5.3. Experience with CRM in general (years) 
5.4. Experience with CRM within HEI (years) 
6. Final 
6.1. Research questions of this study and the relevance of employee commitment 
6.2. Any questions/information which could be important but not discussed 
6.3. Ask if they want correct the transcription 
6.4. Ask if  additional questions can be asked afterwards 
6.5. State that the research results will be sent afterwards  
6.6. Thank them for their time and energy 
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Appendix 6; Final Coding scheme 
 
 
CRM Goals CRM Results Bottlenecks
G-Business Goals R-Business K-Licences/Access for lectures
GB-Relationship building RB-Profiling K-Benefits difficult to measure
GBR-Students RB-Cost savings K-Besluitvorming
GBR-External Relations (employers) RB-Customer Knowledge K-Borging
GBR-Alumni RB-Forecasting K-Capacity/hours of key-users
GBR-VO Deans and International institutes RB-Analysis K-Customer mindset
GB-Financial RB-Relationship building K-Customization process
GBF-Fundraising RB-Reporting K-Data Quality
GBF-Efficiency RB-Satisfaction K-Expertise of key-users
GBF-Contract education acquisition RBS-Employees/External Relations K-Functionality
GBF-Retention (Uitval beperken) RBS-Students K-Integration
GBF-Student reqruitment RB-Streamlined processes K-Authorisation
GB-Integration R-Project K-Ownership
GB-Centralizing RP-Quality/deliverables K-Negative experinces CRM
GB-Standardized CRM Platform RP-Process K-Prototyping
GB-Streamlining processes RP-Costs K-Local focus
GB-Transparancy/Integral customer View RP-Timeliness K-Respons time
G-Project Goals R-User K-Scale of HEI
GP-System usage RU-System Usage K-Technology mindset
GP-Quality/deliverables RU-User Satisfaction K-Unclear Policy 
GP-Costs K-Unclear vision and strategy
GP-Timeliness Success Factors K-Unclear/unstructured processes
S-Functional Fit K-islands of automation
Applications S-Integration with other systems
A-Operational Process S-Champion Technology acceptance (UTUAT) factors
AO-Alumni management S-Projectmanagement T-Performance expectancy
AO-Marketing & Communication S-Change Management TP-Outcome expectation
AO-Internship and Graduation S-Clear and communicated CRM strategy TP-Perceived usefulness
AO-Contract education S-Customer orientation culture TP-Job-fit
AO-Research (center) S-Employee commitment TP-Relative advantage
AO-Student acquisition/enrollment S-Multidisciplinary Team TP-Extrinsic motivation
A-Central NAW database S-Process change capability T-Effort Expectancy
A-Analytical S-Availability TE-Complexity
A-Provisioning S-Technological readiness TE-Perceived ease of use
A-Relationship Building S-Top Management support TE-Ease of use
AR-(top) management relations S-Training and user support T-Social Influence
AR-Internship and Graduation Employers S-CRM software selection TS-Image
AR-Research centers relations TS-Subjective norm
Affective Commitment to Change factors TS-Social factors
Employee Commitment C-Communications T-Facilitating Conditions
E-Compliance C-Facilitative leadership TF-Compatibility
E-Championing C-Early involvement TF-Facilitating conditions
E-Cooperation C-Cross-functional integration TF-Perceived behavioral control
E-Active resistance C-Control via KPI's
E-Passive resistance C-Organizational culture
C-Technology
C-Training
